DOCUMENT EESUME

. s e 2

. ED 1437383 e 95 ac 770 817

-
»

AUTHORa ,' Raines, Max R.

~

TITLE , Develo 1ng Constltuency Programs 1n Community

e Colleges k
e, NSTITUTION Amerlcan Associatior of Community and Juhior
“//////i_ \ , Colleges, Washington, D. C., California Uan., Los
el Aﬁgeles. ERIC Clearlnghouse for Junior coll.

. ; ormation. -
SPONS AGENCY National Inst. of Education (DHEH), Hashlngton,
’ - D, C.
RUB DATE - -. 77 LI . K : .

NOTE " 10p. '
<

EDRS PRICE MF-$0. 83.§C -$3.'50 Plus Pastage.
’ DESCRIPTORS . :Adult Stndents;- Behavisr Theories; Community

. Colleges; *Community Surveys, *Junior Colleges;
Junior €qQllege Students;. *Measurement Technigues; ,
*Needs Assessment; Nontradltlonal Students; Program
‘Developmént- *Program Planning; Psychological- Needs;
’ . *Student Nee v . \
IDENTIFIERS Charette; Delphi Technrque' Nominal Group Process;
' - Transactional Evaluat;on R

N

-~ - '
]

ABSTRACT a e : .
After an examination of societal curréents. leading up
toqthe student revolution of the sxxtles, the ‘author develops.a. .
- theoretlcal concept of needs assessment. Assuming that effective ,
needs asséssment’ and program pkannlng depends on the suécess of
'Slmulat1n§ the "néeding" process of conétituents, he divides
communlty college clientele into twc: types. the “1dlographic" or
1nd1v1dual~centered, and “the "nomothetlc" or societally centered.
These types are “then exPlored along behav1oral transaction patterns
that,-result from their identifi€éd ‘needs states,. The 1nteract1ve or. .
transactlonal approaéh is next applied’to needs assessmént -techniques
1nclud1ng the task fqrce approach, the Nominal Group Process, the
-< Delphi Technique, the Transactional Evaluation Model, and the-
' Charette. Omnibas and targeted” surveys are-then, examined-in relation
*to general and speciglized clientele, including the handicapped,
senior citizens, Latins,- Blacks, and Native Americans. Flnally, a
strategic planning model-is pre'sented which can fac111tate-program
. developmenit for new constltuenc1es. (RT) PR .

i . . e
i N . - N
f . - . .
M . - -
. ) ’
/ %«’g <, - 4 ’,
- .

********‘************************#** **\**************************** T TT T

* Doqgments acquired by ERIC include many informal unpublished *
* paterials not available'from other sources. ERIC makes every effort #
to obtain the best copy available. Nevertheless, items of marglnal *
teproducibility are often encountered and this af fects the quallty *
of the .microfiche and hardcopy rerrojuctions ERIC.makes available *

%*

%*

%*

ES

3

via the ERIC Document Reproduction Sgrviece (EDRS). EDRS is not
responsible for the quality of the oviglnal document. Reproauctlons

supplied by .EDRS are the best that can be made, from the orlglnal.
*****;****************************************************************




<

A

~
A3

-

770 411,

. Je
R

ERIC

—
-

-5 -

\
o

~eo T o S R - r

4 -

T o

" Developing Constituency
.Programs in - . :
Community Colleges .

By Max R. Raines , '

~, B N

. {

- Council of Univergi.t'ies and Cotleges / ERIC Clearinghouse for Junior Colleges

2 .

{ . .

2°

v

[y

)
! American Association of Community and Junior Colleges /

= T EWUCATION & WELFARE ¢ .
NATIONAL INSTITUTE OF

4 . EOUCAFION™ ~ .

* THIS DOCUMENT, HAS BEEN REPRO
DUCED EXACTLY AS RECEIVED FROM -
THE PERSON OR ORGANIZATION ORIGIN '
ATING IT POINTS OF VIEW OR OPINIONS
STATED DO NOT NECESSARILY REPRE
SENT OFEICIAL NATIONAL INSTITUTE OF

EDUCATION POSITION OR POLICY

L

b A

-t

v



i

R

et 2
.

ByJohn Lombardi. 1969 83p. (ED 028 767) : ’

N M .7
-

ERIC/ AACJ C Monoﬁaphs .

\
SaIvage, Redirection, or Custgdy? Remedtal Education in the-Com-
- unity Junior - CoIIege y John E. Roueche. 1968. 77p.
(ED Q19 077)

* Junior College Institutional Research: The State of th’e Art By
John E. Roueche and- John R. Boggs 1968. 70p. (ED 021 557)

_Personality Charactertsttcs ‘of CoIIege and University Faculty
\ Iniplications for ‘the Community Collége. By Florence B. Brawer
1968. 104p. (ED 026 048)

Measurtng Faculty- Performancé.* By Arthur . M Cohen and
Florence B. Brawer 1969. 90p (ED 031 222) g

Institutiopal* Adzhtmstrator or Educational Leader? The Junior
CoIIege President. By Arthur M. Cohen and qohn E. Roueche.
"‘", 1969 55p. (ED 031 186)

Student- Aetivism in Junior Colleges: An Admtntstrators Vtews
- The Multi-InstitutiomJunior College District. By Fredenck C Kmt-

' ’zer, Arthur .M.z Jensen, and John S. Hansen 1969. 66p
¥ "*(ED 030 415) .

State Master Plans for- Community CoIIeges -By Allan S. Hurlburt
2% 1969. 55p (ED 032 887) ' .

. Student Characteristics: Personality and Dropout Pr‘openStty By
Arthur M. Cohen and Florerice B. Brawer. 1970. 69p. (ED'038130) -

Ortentatton for Facyfty in Junior CoIleges By M. Frances Kelly
and John Connolly -1970. 85p. (ED 043 323)" ’

Valugs and the Generation Gap: Jurjor College Freshmen attd
Faculty. By Florence B. Brawer. 1971. 77p. (ED ‘050 724) '

' Junior College Faculty:-Their Values ‘and P torﬁ': Bleoung o
¥ Park. 1971. 75p. (ED 050-725) ‘-" o

‘Black Studies in the Communtty CoIIege By John Lombarat .
1971.°75p. (ED 053-723) . .

The Chief Student Personnel Admtntstrator in the.Public Two- Year
College. By Alice™ J. Thurston, Fredric B. Zook, Tlmothy
Neher, and Joseph Ingraham. 1972. 75p. .(ED 060 840)

These monographs, with the exception of one ‘that is out of -
print (*), are ayailable from AACIC at $2.00 each. -Also, micro-..
fiche (MF). and .papet repro ﬁctlons. (HC) of each are available
ffom' the ERIC Document eproductlon Service, ,as" éxplaified
on page 64 of this monograph. \l ., i

&
o2 -
™ . 2

.

Lo
.




Develéping Constituency Programs
in ' ’
,Cg}mmunity Colleges

By Max R.Raines .

Professor of Higher Educatlon g
. Michigan State University

.

with assistance from
. \

-
Gunder Myran p

President of Washtenaw. Community College
Ann Arbor, Muchigan

.

. Horizons Issues’” Moryograph Senes

Amencan Association of O¢mmun|ty and Junior Colleges /
-Council of Umversmes and Colleges / ERIC Clearinghouse for Junior Colleges

d Wlth Assnstance from Shell Companies Foundatlon

4

&




S NSeA e TR T sy
4R T 3 [N

~.

2
\ T~ 1 LOUCATIONAL RESOUACES INFORMATION CENTERS ™
© = M -

o Enlc _z-Clearinghotise For Junior Colleges

UNIVERSITY OF CALIFORNIA LOY ANGILES

|

>

The material in this publication wag prepared pursuant to a
contract. with the'National Institute of Education, U.S. Department
of Health, Education and Welfare. Contractors undertaking such
projects under government sponsorship are encouraged to express
.Ereelx their judgen;enr in pref’sswnal and technical matters. Prior
to pubhcatlon + the. manascrlpt was submltted to the A'mencam

fessjonal competence This’ publigation has met such standards ¢

- Poipts of view or opinions, howeven, do not necessarily represent
th'e, ficial view orJogfinions_of the Council of Universities and
" Colleges or the Natlonal Institute of Educatlon

e . . .
. Price; $5.00 . ° S !
,Copynght 1977: Amencan Assocnatlon of Community and Juriior

Colleges _
. One Dupont Circle, N.W. . / . 'g‘

" 'Washington, D.C. 20036 _ <

». Capyright is claimed until July 1982. Thereafter all- pomoﬂs of
: -+ this work covered by this- copyright will be in the public domam

Prmted in U S.A. > July 1977 - , P

i

-«

B




. Cotmgxl of Umvetsxties“ﬁnd Colie%gg ‘\_;

. 7{ . / ) g “Horlzons Issues“”Comg;uttee Y

woay

: K ~ 8. artorana Commlttee Chalrman

. ; Profegsor of ngher Education S
- : Center for the Study of Higher Education. .
: . ' " Pennsylvania State University S

~ ° .. Ralph W.'Banfield
Director, Commumty College Servnce L
University of Michigan .

-

"+ . Kenneth H. Freeman
Chairman, Higher. Education L
[ A Texas Tech University .. ‘

- / " . *Doris A-Meek "
- ' ... Acting Dean, School of Education T
California St,ate Umversny, San Dlego T R
- DonAMorgan - ’“\_ ‘ ST e
) Associate Professor A D
- University of anesota : LE Lt

Raymond E. Schultz® . . .
Professor of Higher E&ucauon i SRR
University of Arizofa - Poe oy

- "7 ' Dr:James L. Wattenbarger -
. ; .  Director
) { ' - ‘Institute of ngher Education,
4 ‘ . University of Florida oot

- N < Lo o

Edltonal Rewew Commlttee
i ’ ' ) £ 1w
‘ S. V. Martorana Committee Chairman > .
Professor of ngher Education * :
| Center for the Study of Higher Educanon Y 2
" Pennsylvania State Univefsity.

Elleen Kuhns LT e
Research Professor e i
- Catholic Umversny . e . .

“Dr. Richard Frankie, : o e
Associate Proqusor of Education Tl
E ¢ . ' George Washlngtgn Umversny

[ oy e (R



TABLE - OF CONTENTS ~ .~ %~

- i Introductlbn ...... =.\.~.. B RN S V. ‘ A

b i SO ( eyelution and Aftermath . PR 120 T T
L e C e “A Rationale for Assessing Needs,....,.;.'_. R ‘ o
- oo o Emerging Pragmatism./......1:. e s 4 , y ;
% , ) Consumer Consciousness., .. .. .' U SN 5 '

¢ - Constituency Development., e e 7 .
e A Coneeptual Framework. . .. e, 8 _ . 8]

. Chapter 1°  SIMULATING IDIOGRAPHIC NEEDS*.. ... 13 : 5
JoEE Ll . Tension States. :v....vvun. v R - 8
S - ;‘Need leferentlatlon.:; ..... Tt 204 . N

et , X Reahﬁ’ﬁimulauons..‘ ...... R ¥ -

PV AN . Agenda Formulation-;, ...t vy eevevnenen Le..23 .
Y L { Behawora}Transacnons..'..'."T AP 24 - : 7~
AT e ; Assgssing the Learnipg Agenda of Adults . S

oo o« Chapter2 ¢ ASSESSING NOMOTHE'RIC o . -
e T+ "EXBECTATIONS ..fo. ... A 31 e
AR 1 3Tl .- Commumty Anal lS ..e,.".../.".\...--...32 ‘

 Chapter 37 TRANSACTIONAL APPROACHES TO A r
e “ - NEEDS ASSESSMENT . ......oovnt. veeeeed35 0 < Do
e s T . TheTask'Fgrce Approach. . ....... e 35 . “,
S S SR "+ The Nominal Group Process:...s....... 15036 . : .
e . - + The Delphi ‘Technique..;...........coovin. 39 . T e
A P T “The Transactional Evaluation Proeess . . ..\ | 40 CeFET
- R © . The'Charette”.. L ueiinneninyantannns 27, . F

Chaptér 4 COMMUNITY SURVETS..... S 43 . T,
° Ya § . ».The @mmbm\é)uestlonnalre ........ e 430 N J :

U SRS ' “The Fargetad. uwey,....,.;.,.....‘;...4;’.;.7,.;46 S
I S R f-. Hanﬂlcapped Consnments” R NRRAY: ¥ B 1) e )
B8 Senior Citizeng... .+~ - v - .\...5,‘.‘...,'....*.\47 - BRI
T ', - Latino Constxments e e de e, si... 48 e .

‘ L e «Black Consfituerits. . é.:.: ..... foaree e 49 T e ,
Vel T - " Native Indians. ....... i e NN 49 . . .

‘ .. Chaptet 5 TRANSEATING: NEEDS INTO _'}f\j RO A o
e LT \ﬁDUCATIONA‘L PROGRAMS . £ s iiinie 81, 7 5 APt
B AR R W ,Strategxc‘/Adaptwefvs. Alloca!wesznmg 5L/ < o
MERIRRAR “*Needs Assessment in Strategic Plapfing. .. ..:52°("  ~ . . .
T : " A Strategic Planning Model\... R RRREE e 53 . N
:}..l o N e Summ‘ary“..j.‘.’, <\,1 el e, A S0

BiQILography ; : DO RS SR




"~ community needs for Delta College, contributed insights into the

Aplgnoiqll,_edgments

*This endeavor was greatly facilitated by a number of associates
and 4riends. My former colleague Guiider, Myran- suggested the
basic idea for, the Strategic Planning Model. His assistance wit
the sectiops on community analysis and translating needs int
educational programs was substanfial and is greatly appreciated.
Professor Russell Kleis, with his encyclopedic awareness of adult
education literature, suggested valuable references. Mrs, Martha

" Meaders was most accommodating in the ERIC search. Ms. Barbgré
Gortych provided useful saggestions and references during my. for
mulation of ‘‘the neediig process’’ diagram. 'Lorraine Hull, my
typist, demonstrated amaézing’ patience ‘with my passién for'revi
.sion. Charles Bettinson and Géne Packwood, who recently assessed .

t

challenges of such survey. . ”
'S. V. “Marty” Martorana and Art Colien were kind enoug

. ~not:to (‘throw me out” after} missed two deadlines for th
" .manuscript. (Quite frankly it was a more“difficult assignment, th

-1 had expected it to. be.). Finally, I am much indebted to my son,"
Rick, whase cognitive. clarity cut through ambiguities in my own .-
thinking., . . .

K - ’ o "

R




' ' o INTRODUCTION
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( |
REVOLUTION AND AFTERMATH | :

Until the early sixties, the power and prerogatives of higher educay
tion were seldomt questioned. Colleges and- universities were free
to prescrlbe not only what was to. be learned and why, but
also wherg; when1 and how. With such control they became the
gate keepers,”’ deciding who would be admitted and who gradu-
ated. "Their . rlght to serve as critics of societal trends was. taken
for granted;| their research capability was lauded, ‘partlcularlx,when
the products of that research were tranglated, into visible economic,®
military, "and medical benefits. By the' mid-sixties they received
lavish federal support. Thus, they seemed beholden to no one, °
almost removed.from direct public influence.. .
. During those golden years, the* predictaple student gripes
about regulatlons, alumni dissatisfactions, with the athletic pro-
gram, and legislative complaints about rising costs were.taken for -
. * granted and”seldom created prolonged difficulty. But college
administrators and faculty members failed to recognize that the -
emerging dlssens;on of the sixties was different from the "annual
“bitchin ss” of students, alumni, and legislators. And only a few
.short months after the Berkeley Free Speech Movement, universities
were besieged with demands, not complamts destruction of proper-

. ty, not criticism; reduced appropriations,- not threats. In reflect-

o ing-on the student protest movement, Sidney Hook emphasnzed
the linkageé betvgeen national unrest and student protest:  *

v

I3
»®

., Asa rule, the protest mVolved at the outset not the
great mass of students but a‘small group of-politi-
cal; activists. It was,inspired primarily not by felt
deficiericies in student educatldn but by issued that in
their origin had nothing to do with campus studies — A
Vietnam,' the draft, poverty, -racial injustice, the ‘
armaments race, ecological disaster. The suctess of
.+ the stydent protest movements iri demoralizing the
, . campuses of Cornell, Berkeley, Yale, Harvard and
: Columbia- is attributable not 'to -the weight of -their
2 * reasoned or'reasoniable demands for a more relevant
education, but to faculty and administrative coward- ¥
1ce(l976 p. 61). .-

)
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" tie up alongside the beleaguéred universities, ‘which were hstrng

-

-~ g e T T sl
>

" It may be true that a firmer hand earlter in the period -
of unrest might have quelled the rebellion on campis."It 4s also
likely that the larger social problems were more significant in
motlvatmg the protests thap the complaints about poor teaching,
restrictive policies, Qutmodgl regulatrons, duae process, and so on.,

-
o

Nevertheless, these academic issues rallied the troops, just as. e

symptoms more than ‘‘real’’ causes have historically aroused the
people to follow their leaders into war. And furthermore, campus
demonstratlons aroused much deeper feellngs in the general popu-
lace who apparently had considerable latent hostility toward the
university system. For example disenfranchised groups were. easily
convinced thaf higher .education had been spec1f1cally designed to
keep them out. Others blamed campus permissiveness for the up-
heaval. The call for reform came from all segments of society —
liberal and conservative, poor and midgle class. > ‘

(With considerable support from off-campus groups, stu-

- ‘dents obtained several major concessions during the revolution: .o

- (1). greater access for poor students and members of
minority groups;

(2) programs that were. m0re relevant tO‘ the learners’

# needs, as they saw-them; and ‘ ‘ .

(3) acceptance of college studerits as adults who have the

~

samé right as everyone else to' choose their life styles. \ L ..

Aggrigved tdxpayers, alumni, and legislators added two ‘mandates

to the list: -

(4) increased éfficiency and economy in the operation of

colleges and universities; and
t (5) greater accountabtlrty for 'the quality .of the educa-
tiohal programs A - )

Those of us who were associated with ‘higher educatron dur-

ing that period realize. that ‘the hostrIrty expressed toward the

university system was experienced more as a backwash in <com-

munity colleges than as a tidal wave. But even-the backwash was

sufficient to rock the boat. The response of commumty colleges

was to anchor themselves near their local constlt) encies rather than

badly in the storm ‘of protest. Once these traditional tie-lines were
severed, community *colleges were freer to endorse egalrtarranlsm
and embrace pragmatism. These mandates and concessions have
caused communrty colle.ges to examine the full 1mplrcat10ns of their

'relatronshrps with their constituents. As part’ of this examination,

they are making 1ncreas1ng efforts” to find out what their local
commu‘mﬁes want and need from them. S

A
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A RATIONALE FOR ASSESSING NEEDS

‘Burton ‘Clark showed in his landmark case study, The Open Door
College (1960), that the stubborn preference for transfer courses
among blue-collar students was due more to social-status factors
than to the colleges’ offerings. The§e findings were quite signi-
ficant, but it was his catchy title that captured attention. The term
became a cliche almost immediately, probably because it expressed
so neatly the struggle to achieve meritocracy in higher education.
Supporters of this goal held that every high school graduate (or
the equivalent) should have the ‘‘right to try’’ in a college sgtting.
Although meritocracy was widely endorsed amon ommumty col-
lege admmlstrators, many faculty members resisted\it because they
felt it was unrealistic’ in their own classrooms. The social revolu-
tion shifted the ground,of this debate, Revolutionaries equated
elitism and exclusiveness with racism. Those opposed to merito-
cracy were classified as racist, or at least suspect, if they rejected
the open door concept. Conséquently, the revolution mot only
quelled overt resistance to meritocracy but also permitted more
liberal staff members to advocate egalltanamsm Again the ground
shifted. The debate about who is to enter college was replaced
by the debate about who is responsible for the 3uécess or failure
of the student. Egalitarians maintained that equal opportunity

" does not exist unless the system assumes greater responsibility
" for. guaranteeing the right to a. reasonable chance for success

(Moore, 1976) Such a viewpoint has broad ramifications for
cumculum development, instructional procegses, and assessments
of needs.

Today, commumty colleges appear to be stuck somewhere

\ betweén meritocracy and- egalitarianism. They are shifting to a

criterion-referenced and mastery-based model .(Roueche, 1976)
from a normative model which, as Cross (19717 observes, auto-
matically declares half the people to be subnormal. If a new’
clientele is to be coached to success, then systeé?htic appraisals
of their learning preferences, self-concepts, learni gstyles, cogni-.:
tive styles, and aptitudes are essential. In making such assess-
ments, one must turn both to potential students — particularly
a variety of adults — and to local businesses and industries to
determine which programs are most apt to meet learning and
manpower needs. Translating their _fesponses into productlve pro- |
grams in w,l?d'n virtually all students can experlence success is the
-essence of the egalitarian view. .

&




EMERGING PRAGMATISM o 3 o
The demand for relevance in higher education was also a central . v .
- theme of the. campus revolution. It represents an attack on the ) v
prerogatives of the disciplinarians to select material from their , .
discipliries according to their own specialized interests and fo grdnt - ,
rights of passdge only to those students who are able and willing
“to learn the material. Resentment toward this view had been
e . festering for a long time. When radicals attacked irrelevante in
the classroomr, they found more illustrations fhan they could possi- -
bly use. Even the more conservative alumni 'who might have risen’
to the defense of the academy often found themselves more in \
+ agreement with the radicals than with the defenders on this
" issue. The plairi facts were that most of what people ‘‘learned” i
in college hadslong: sifice_been forgotten. It seldom related to . .
' \ . . . .o . ‘ . . ~—q & ¢
T their lives in‘any meaningful way. Follow-up studies indicated that - T e
graduates perceived. tHeir extra-curricular activities and their social -
.. _..experiences as. the most meaningful part of their college lives. ,
* Academicians -fationalized this finding by suggesting that it was
| primarily due to #he failure “0f the admissions process to select
\ scholarly students. . . ; . . ,
0 . - Again community colleges did not bear the brunt of these ’ .
\ criticisms: for at least two reasons. First, they were offering a TE
* 4 ' wide variety of career programs which  were quite. directly related ,
to the job market. Second, they were not held tesponsible for the S AN
content of transfer courses. Most Transfer faculty members sought _ L o
e to make their courses as nearly parallel to university coursgs as ., ”
possible. In their view, tHey could hardly -be jblamed for  what a ' - o
student might perceive:as irrelevant content. If the student wanted ' T
* - to succeed at the_university,” they said, the task was, to ‘“learn \ ’ 3 . e
. it?’ not “question it.”’« We. should point out that a’small but - b - T
_persistent group of Fpmmunity college faculty members have ques-
, ) tioned whethet an institution. can maintain its integrity when, it )
N offers content for which .it dées not assume full responsibility. -
From their standpoint, the college’s responsibility is to .devise
. tourses that are meaningfully related to the lives of the learners. M
* But transfer-oriented faculty membefs have not been inclined. to oo
. accept such courses as prerequisites for any of their adyancéd A ‘ .2
- courses, Even concgssions from the nearby senior institutions re- o
garding the tramsferability of ‘‘homemade’ general éducation - .
_courses' did‘ not suffice, since those transfer. credits tended to-use. ) -
~"up the elective tredits a transfer student might have taken at ,° .
the university. N y e . -

- N “ -
- ° *
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-0 ' Again the revohition paved the way for potential modifi-
: — - cations. For example, older students from diverse backgrounds with - |
immediate needs have affected content and process. ‘““Why should
. we learn this?”’ ‘“How will it help me?’’ they havg asked. Those
. - faculty members”who have been sufficiently secure not to dis- .
. regard these_‘‘irreverent’”’ questions have found themselves adopt-
‘ ing a more pragman'c, student-centered approach which seeks to :
) integrate the major concepts and principles of vanous disciplines
: ' with the actual life experiences of students. This view of educa-
e : -tion was originally espoused by John Dewey but-until recently
‘his ideas had beeri largely 1gnored or rejected by postsecondary
. . educatofs: The current interesi has been aroused in ‘part by the
' mounking evidence ‘that mere acqu1s1t10n of knowledge (now ex-
;. . . ploding at an exponentlal rate) is a losmg cause. Four years of ¢
/ : .. - hibernated ‘learning in the hails of ivy is not suff1c1ept Education - ~
- -for today’s world must be lifelong and life-centered. -

-~

N . e . .
CONSUMER CONSCIOUSNESS L N
Im;ears follownng the campus upheavals and the end of the
“ietdam war, colnge renrollments have barely held their ‘own.
<L ! - Loss of-enrollment is parti€ularly embarrassing in a society that
Lo -typically. equates quality w1tlrgrowth. Once the taxpayer and the
. ’ Jegislature have accepted expansion as prime evidencé of a-public
el institution’s worthiness, what can we tell themwhen encollments
° dwindle or the rate of growth slows dramatically? The’ decling
R . ® has been accompanied by a more intense scrutiny. of college
. . " budgets by an output-conscious leglsléture, which has latched-on. ..
T Coe to credit-hour production as the-primary basis for dlstnbutmg :
. funds. Credit-hour ‘‘control”’ has served welk to express legis-
lative disdain for those professors whose avoidance “of classroom .
. involvement can be measuted by the credit-hour, .
. T . In this_context it is not surprising that colleges are adbptmg L >
. ~*  modern management techniques for'controlling or increasing pro- -
- duction (credit hours) and-attracting new ‘‘markets.”’ The manage- .
ment emph‘afsis and consumer coriscidusness have also brought a
new émphasjs on assessing needs of consumers. By meeting their
needs administrators hope to generate additional reyvenues. °
C B . With rising expectations and dwindling resources in-most’- . .. ..
. PO T commumtles, ithe financial state of higher education does not look '
' Y . favorable m the years ahead. That can be documented. What
YT e can’t be documented so readily, but is even mogé€ distressing, is

e

. . the residual mood of the revolution. Most citizens. seem to care

. .
o : gl H-
7 . . . i%&_‘ .
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; little about the current pllght of higher education. And the aware-
| ness by college staffs that “they don’t love’us anymore” has a
. depressing effect. Now it S apparent that economic inefficiencies
and ineffective m;magement will no longer be-tolerated by state
legislatures.
. The current lack of support for higher education among ,
 legislators and taxpayers makes the fmdmgs of Cartter and
-Solmon even more sobering: - : ¢

Between 1980 and 1994 . . s there will be 4 2§ per-
cent. decline in the traditional collegeage group.
s _ . § Barring other student clienteles, this decline could
\ . . .
fhean a drop. in- full-time-equivalent enrolments of
1.8 million students durmg the petiod in questlon, o .
d resulting in a reductlon in total faculty size *of
oL 100000(1976 p:37) o
A]though thj}iuﬁors are speaking’ of all of higher educa-
tion, their point h ,S_QQLOUS implications for comm\umty colleges,
because, as they e, ‘it takes . four- to six part-time adult
students to replace one }‘_&ll -time un"d‘é‘f‘graduate” (1976, p. 38).
It is not surprlsmg, then, that many community colleges
. . are embracing both"\the marketing concepts arid the planning
* , strategies of the mdustnal comiunity .in their struggle for sur-
v vival. Suddenly We are speaking of students as consumers of our
S product (education), which if packaged well and successfully mar-
: keted will yield add\uonal revenues for’ development, ‘providing of -
course that production workers (faculty members) don’t strlke
against mmnagement (the board an admmlstrators). Afthqugh
“members of the academy’” may decry the emergence qf the
« marketing model for- commumty cotleges, it is li .t0 ' rémdin
_with us.. Our- colleges will -conduct{consu surveys”and man-
power studies as a way of developi ew markets apd foster-
ing continuihg support among-the consumers (students, taxpayers,
o ,arid college employegs). Thus, .the skills needed to make these
. assessments are at a. premium in the marketmg context.
Plannmg technologies are also-a part of the effort to achieve:
managerial, efﬁclency The era of frontier expansionism in the com-
. munity colléges is over; further growth wilk be controlled. and
) systematlzed at state levels, 'So our free enterprise talents "will
"now have to be applied to developmg new markets, rather than
> - responding to the great demand of the sixties.
An important’ element in plannmg is the assessment *of
needs, which will be Sfully tested in commumty colleges in the
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" years ‘ahead. Its success is not guarariteed, because, as we shall

> ' ) seé¢ in this monograph, the whole congept of need is élusive,

’ and current assessment instruments are not very sophisticated. For

these-reasons, the feeds asseSsment today provideg justificatigff,for

i ) 3 past decjsions more than it affects planning. And the process of

. . translating needs into educatlonal programs will probably)re ain
- . . more of an art than a science. ¢ -

. N N N
v . L o» i . . o

: " CONSTITUENCY DEVELOPMENT

. Perhaps the most srgnlflc.e_nt outcome of the- socra? revolution for
) commumly colleges has been the discovery of the college by an
¢ increasing: variety of constituent groups.: Although members of
. ethnic minorities, women, handicapped persons, and senior citizens
- . had attended the college in the years preceding the revolution,
L their -numbers were not sufficient to give them much power: or
‘ ' . identity as groups. The revolutien ‘hastened the development ‘of
A ' .-, their group consciousness, spurred their enroliment, and gave them
- , .+ the courage to Assert their-nee th the expectation that-the
v colleges would respond Now that tRe supply of students in the
N traditional agg group is dwindling, most community colleges ‘have
recognized thal their future may well depend on cultivating these .
%nﬁﬁﬁencres Consequently, assessments of their needs become
especially*important in. building and updating programs designed
. ) ¢ for hem._Their expectations are high, biit the commupity col-
¢ R ‘m?@{stare realizing that if they meet those expecta'tions they wilk
. ' o 7 establish an lmpresswe support base — particularly in. the- state
.o s legislatures. - © . -
. ¢« * A community college constituercy, as we use_the_term here
o ' L consists of a cluster of persons (1) with a sense of %roup identity -
: . ° based on common needs, problems, aspiratiosts, and life styles and
s . . . (2) with educational needs that are related partially, if not_entirely,
' : to their identity with the constituent group. Conceptual‘zatlon of .
*community - college consfituencies can, emerge from-a variety of .
. Yariables: age, sex, education, empl yinent, socio- économic level,

. . + ethnic identity, or some combination,of these and other charac-
T - \ tetistics. There is no {deal basis for classification. I have found
S ‘ that an effort to clustef people according to probable levels of
o .. transactional performance may be useful. In this regard hye o
P R "~ . defined three 1ransact1ng levels as follows: * .
. " 1.Survival Level. That level of transacting Wth occurs
- 4 o _ ' _. ‘aran elementary maintenance lével with virthally all»

' . energy directed at, prov1dmg physiological nee\ds (Maslow,
" o - 1970) .
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. 2. Maintenance Level, That’level'of transacting in which
mosé phys*cal and _psyc¢hic energy is devoted to meeting
the day-torday commitments mandated in essential life
roles (worker, consumer, family member). Associated wuh
Maslow’s security needs and love needs. . -

3. Expressive Level. That level of tfapsacting in which the
individual has the time, energys/and capacity to trans-
cend immediate requlrements of llvmg and to discover
deeper meaning in the activities of life. "Associated with
Maslow’s esteem needs and actualization needs.

Applying these levels of transaction one might 1dent1?y the

following constitutent groups: o ‘Y

- Survival Level Maintenance Level . Expressive Level .
Migrant workers Working mothers - Professional persons
Welfare recipients Hourly workers Executives
APC mothers . Semi-skilled workers  Executives’ wives
Unskillet labor fs Union ntembers .

High schoo! dropouts Small business pgrsons
: Housewives - i

1
’

It is apparem ‘that some members of various groups may
be functlomng t levels’ other than the one to which they are
assigned. It is glso app/arent that' an artist with insufficient funds
may be functioning aj all three’ levels. Nevertheless t e concept*
of transacuona performance appears useful Comm colfeges
that wish to ¢s abllsl‘: constltuepay programs must ﬁrst determine
which. constituefcies they are able and willing to serve.

. While a ton eptual basis for defining constituencies may be
of us who write monographs, the pracmloners
in the field typically find themselves responding to: those consti-
tuencies which persist in seeking assistance. Some of the constituent

the follo mg reentry women, ethnic minorities, senior citi-
zens, hin pp d Vietnam veterans, governmen\t’ ofﬁmals _prison-
"ers, civic- Jeader [umon “leaders, professmnal groups and so on.

"

-

A CONCEPT AL FRAMEWORK 5 e

Educators have commonly assumned that - if one asﬁ the *real”

. needs of a group of individuals and translates thos&ueeds into
an educational program syccess is almost guaramteed: This view
is undoubtedly reinforced by the success of business and msiustrki
in applying motivational theories. For instance, we know' wh

-
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ommumty colleges are currently respOndlqg in- .
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’ . - Madison Avenue_has aécbmplrshed by mampulatmg the human / .
: ( . 4 need structure: by uls uci g us to associate a particular product
; . . ’ - with’our recurring eeds advertisers condition .us to purchase

various products. Although most of us decry the constant on-
) slaught -of slick advertising, its success is awesome. Even fhough
. we may eject the purposes for Wthh “mampu]atlve technolo- .
- ' . gies” are employed, we are.intrigued by the poteritial contribu- °
- tion to the development of! ed,ucational programs. .The .current
' emphasis on needs assessment is €vi ence of our growing interest. '
. . *With declining student enroliments this interest is - -likely to in-
o ) \ _ tensify. \ »
- s In clarifying the concept\of needs for use m an educational - S
T, context, we have found it useful to differentiate between the - -
y . “idiographic view. and the nom%thetlc view. Getzels and Thelen
_ - (1972) have stressed the importance of conceptualizing the idio- .
S _ ) graphlc and nomiothetic d1men510ns of any social system.. Smce
: their Work is well known, it will ‘not be elaborated here, Instead
, - 1 will_extend thejr concepts into the arena of néeds assessment ’
) (Figure 1). | -

»

K

hand.”” So the idiographic viewpoint is derived from alI .
makes us individuals: our néeds, values, attitudes, aptiptdes,” f
. . . ghysical nature, interactive style, etc, Each of us is a
= combjnation of these qualities. The way we perform ea¢h trans- L.
. actional role bears our own unique ‘‘trademark, >’rthough it may - /
not always be visible. Theréfore, when educatlonal planners assess ° ,
- needs from an idiographic standpoint, they are 'seeking to look o )
, - at the world through the eyes of the md1v1dual and then derive ~

oy . educa;tonal implications. ) T oy
. i . A .- The word nomothetzc denotes lawgiving or the sciéhce of -~ | ™

: ‘o laws, and. since laws govern‘human interaction, one who has a -

, i // g nomothetic view g™ ing at life through. ‘‘societal lenses.”’ L. -
/ ! o

] - This perspective is focused on the human and material resources
- ~ ~srequired to raintain society, the structure.and function of sub-.

P - /systems, the roles "and tasks whith must be performed to preserve .
) - and enhance the social systern, the training and education people ) .
T L . must receive to perform -these tasks, the.interrelationships that are . ‘
e T, ’ necessary among.the: subsystems to give the larger system .essen-
; - tial cohesiveness, the barriers to the desired level of functioning )

. ) within the social system, and so”on: Therefore; the*term nomo-
o thetic denotes established patterns of implicit and -explicit expee-
SEAEN ) - tations within society. Persori§ who have thisxview are' ‘typically
concerned with ‘‘what ought to be.”” Thus, they are-sometimes
o , ] seen as opponents of individuality, or as de;?ender/s,()f ithe status

> -
o .
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: Figure 1. A Conceptual Framework for Needs Assessment
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L coe <, quo, and are frequently called “‘the establishment.’ ,
- ) . : " In a real sense the -social revolution of the sixties was a
e . clash between those with an idiographic perspective and those with
‘a nomothetic .view. In the fifties the ‘‘organization man”’ depicted
. by Whyte '(1957) was preoccupied with fitting into the structure
E and trying not to draw undue attention to his own idiosyncrasies.
. The corporate image was-supreme and was personified by the man
. . in a grey flannel suit, holding his black briefcase in one hand
. e : and the hand strap of a subway or commuter train iﬁ the other,
.l ) _ with a Wall Street Journal tucked under his arm. In’all ways he
- ’ : * " - became the classic ‘“‘nomothete.”’ -
. R With the sixties came the militants and the hippies, who re-
. T - » volted against the establishment by extolling the rights and virtues
of the individual. By means Of dress, words, and habits they
. . sough«to glorify, not mullify, the idiosyncrasies of the individual,
. Reich (1971) saw in this behavior the birth of a new conscious-
ness that would become the ‘‘greening of* America.” Roszak (1969)
described it as a counterculture movement. These were indeed the
. days of the “‘idiograph.’” : T
~ Our cultural vacillation between the two ways of looking
, at things makes it apparéent that both are needed. The idiographic
° ' view is derived from the restless desire for individual expression
' ° and change, while the nomothetic_attitude exists because humans
need security and stability within the community. Consequently
. o a comprehensive needs assessment must take into account both per- .
) ts. On- the one hand, we’are trying

12

»

L sonal and social "requiremen

' to simulate the needing projess of individuals so that we may.--
. offer.them: the kinds of educational experience that will not only
- T appeal to them but will further -their development as_iridividuals. v
On the other hand, we are trying to simulate thé expettations =+
and potentialities of the social systems which influence or govern

- " our lives and to diagnose (H¢ implications for educational pro-
gramming. Figure I is designed to illustrate the nature of this
PR | -dynamic process. It "highlights the importance of transactional
L : ' - responses in accommodating_idiographic needs within™the context
S !LD . of nomothetic expectations. The capacity of an educational system '
- \l ) to strengthen those transactional frespofises is a measure of its effec-
LT oA e . tiveness. As educational planners, our failure to simulate idio-
i c 7 " _ graphic needs or nomothetic expectations with reasonable atcuracy
‘ . . .- seriously limits our capacity t ,‘s§rengthén transactional com-
e \' y w? pe(encies. . '“ . e
3 7 ;‘M - . » 3; .
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CHAPTER B E
SIMULATING IDIOGRAPHIC NEEDS

H

A basic assumption of .thts monograph is, that effective
needs assessment and program plannmg depends’. in large~measure
on our success in simulating the needing provesses of the constitu- _
ent members we wish to serve. I use the term needing process to de- .
note the. complex mteractton of many interrelated elements and
processes in our psycho- physich nature.. Moré s secifically I See the
needing proceSs as encompasSig (J)-our tension states which arouse _
us; (2) our differentiation of.the states into need- awareness; (3) our
visualization of a desired state of affairs (goal states) wluch would -
fulfill or resolve the tension state; {4) our value system whléh Judges
the desrrabllt of alternative choices; (5) our affectlve responses
which reinforce, divert, or block the’ flow\ of motwatlonal energy,
(6) the projection of our sense bf reallty, based on our prior ex-
periences; and (7) the formulation of an agenda for action .which -
leads us into behavioral transactions with our environment (Figure 2).
If we are to simulate the needing process of copstituent
groups we can enhance our accuracy through systematic andg well-*
designed encounters with representattv&members of ‘the constitu- - -
ency. Such encounters allow us to determine the common elements.
and processes in their needing processes and to gain 1ns1gh\tJnto e-
modal patterns. by which constituent members definé and i in
their own needing‘processes. As educational planners_ou
.~ concern is:-not only to ascertain the nature of their, lear Tingt agenda
but also to understand .how those agenda relate te/ the personaL
needs, goals, values and aspirations of clients. Fhe more, wé can. -
understand how their learnmg agenda arerela to the rest of their -
lives, the more we ca create conditions f able to fulﬁllment of. ”
their agenda. Community college classto6ms are filled with dtverse
students who are shating the, sam eacher, subject matter and
methodology, but for whom the earning expe‘nences have vastly
different meanings. Awareness 6f those meanings. enable us to de-
velop support'systems that
example: a’ reentry wo may be enrolled in a chemtstry ‘course, *
with a view of becoming a lab technician. Her responsiveness tow.,
that learning situation may be dyrnamically related to a“ confhctf
*about her ‘‘right” to be a-student while being a mother and a wife!
rom her husband-and cmldrep aggravate her mternal
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conflict, her learning in' the chemistry class may be effected nega-
tively. Opportunities to think ‘through her views with other reentry.
women or with qualified staff members can help her decide how td
handle the situation.’ . g )

To illustrate the hature of the needing process as it might
affect a potential reentry woman I have constructed a 'vigr;ette
which reflects the motivation and conflicts of such a person (Figure '
3). While this account is fictitious it is drawn from previous en-
counters with reentry women and staff members while congucting.
an appraisal of the New "York State Guidance Center. over a nine-
month period (Raines, 1969).

o Figure 3. Jane — A Reentry Woman . - R

Y < .

Jane is riding home ffom a bridge
- s party. George, her husband, is de- .
’ ~ - scribing in detail how. he made a -
. . . grami slam by pulling off a tricky
Jinesse. Jane is not listening. Instead,
- . she is reflecting on ll;efdiscussion_ at
‘ . dessert. — >
(Several of the men were giving
- Sforth with their best ‘‘Severeid pro-
Episode 1 . noiincements’’ on why Ford lost the
'r1. Tension State .............. . election. JANE WANTEQ TO ADD
N N HER VIEW. Thesqther women were
. ) quiet; in fact, most of them seemed
- 1a. Need for Self-Expression . ..... quite bored. HER URGE TO SPEAK .
—1b. Tension State ................ BECAME INTENSE, ‘Just as shé -
C e flefbred her throat all eyes<turned in
. " “her direction — A least it, felt that
" way. A quick’image/ of mother:
" flashed rthrough hér mind. Jane, had
- ’ © | been repeatedly warned that “IT IS . *\
- lc. Value Judgement ............. BETTER TO BE QUIET AND BE
- 1d. Need for Security............. LOVED.” Il‘})STEAD' OF EXPRESS-
) - . ING HER VIEW, Jan;éh;s),eq, then
le. Behavioral Transaction. , .. . ... quickly recovered by SUGGESTING.
' THAT IT WAS GEPTING LATE

-

. - ) " AND TIME TO GO.),
) et ‘Now, as she and George continue
Episode 2 ", 7 across town she interrupts his chatter.
2.  Tension S;ate ....... et e HER HEAD IS THROBBING. SHE

_F2a. Need to/Reliee Pain............ NEEDS AN ASPIRIN. SHE ASKS

PN
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-2b. Behavioral Transaction

_2¢. Behavioral Transaction

-2d. Transacnon Complete

—3b. Agenaa Fortmulatior

L —3g. Tension State
L —3h, Reality Simulation

-

Episode 3 -
New Tension State:

3a. Need for Identity and

Goal Visualization

~

&

>

)

by
c. Behavioral Transaction

]

<

d. Affective Reinforcement

. OF EXCITEMENT in the pit of het ",

e. Goal Visualization

.............

-

¢
............

i

“ it would be like to go back to college.

' GRADUATJNG IN.A CAP AND

S TN R
,

GE ORGE TQ S TOP at ch next avail-
able store. .Soon he pulls in at an
all-night grocery. Jane indicates that
she’ll §o m 50 she can’get some water
for the asptrm While the dtsgruntled
CLERK IS SEARCHING FOR A
PAPER CUP in the stockroom, JANE
NOTICES A BROCHURE near the
cash register. It pictures a - WOMAN
OUTFITTED IN A LAB COAT talk-
ing to another technician. She notes
that it is published by the u”o’men’s'
Center at the local college. The, clerk
returns; she thanks him for the cup
of water, thep swallows the dspirin.
As SHE PAYS FOR THE BOTTLE’
OF ASPIRIN, she asks the clerk if .
SHE MIGHT HAVE ONE OF THE
BROCHURES. He nfakes a sound
which she assumes is a yes.
Jane.returns to the tar. George asks
if she is O.K. She nods-BUT SAYS

v

.- SHE WANTS TO CLOSE HER

EYES'AND REST. As the car speeds
along .the fréeway, she wonders what '

The THOUGHT BRINGS A RUSH

stomach. [gtages of WALKING
ACROSS CAMPUS GOING TO.
CLASS,,, ‘WORKING IN A - -LAB, °

GOWN flash through her mind.

The next day after the kids are off
to school and George is on his way to
work, JANE READS THE BRO-
CHURE SEVERAL TIMES. It ans-
wers some of her questions “but mostly
it encourages her to make use of the
Women 'S Cente}. At this pomt she

'FEELS A SUDDEN UNEASINESS

HOW WILL GEORGE AND THE
KIDS REACT? WHAT WILL HER
MOTHER SAY?

23
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—31. Value/Self-concept (Doubt) . .

B . s .
—3i." Behavioral Transaction........ Later in the morning SHE €ALLS
. : » AN ACQUAINTANCE whom she
oo *  has heard. is attending the college
—3j. Affective Reinforcement....... The conversation IS HELPFUL AND
’ R MOST REASSURING. Her friend
. ' . : remforces the importance of using the
Ded L W omen’s Center,. Darticularly the

—3k. Behavior Transactions with | Wednesday afternodn seminars.

Affective Remforcement. «....: Jane VISITS THE CENTER and is

much ENCOURAGED BY THE
COUNSELOR’S RESPONSE. Two
, ‘ days later she attends the afternoon
A seminar where *she gains additional ;
. information, shares some of HER
5 DOUBTS ABOUT HA VING THE
ABILITY to do college work after ,
such a long ““vacation’’ from study-
ing. Most of all she feels comfort-
‘ ] able with the other women-in the
s seminar except one who already seems
to have all the ariswers. .

N . A she drives home she is. both
"F3m.Reality Simulatiod............ exclted and uneasy. HOW WILL
. ) SHE BREAK THE NE WS? What will

George think? How will the kids
respond? Will her friends ‘approve?

- -3n: Afféctive Reinforcement. ..., .What will Mom say? SOMEHOW
W N " . SHE KNOWS SHE WILL DO IT. IT
T ) FEELS RIGHT!
o e . e N
\z,_ 3 : . :’ e’

There > are three'related and sometlmes overlappmg eplsodes
in the VIgnqtte The first episode: conéerns™ Jane’s anxisty about

. expressing her viewpoints in a mixed social group. The second con-

cerns her need to relieve the tension created by her ambivalence.
. And the third‘episode reflects her readiness-to find a solution that
might give her'more confidence in her.soci El transactions. While
this fictitious account reflects her unique-problems it is quite appar-
ent that her expenenceg Eommon to many women who suffer from
lack of confidence, yet want to do  something about it. This vignette
is designed to illastrate the dynamics of the needmg progess.
" Now let us turn our-attention_to the specific elements and—
dynamlcs in the needing process and their ramlﬁcatlons for assess-

i
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.. 'ing idiographic néeds. Returning to Figure 2 we note that*there

are four stages’in the.needing process Aafter thé tenslon state is «*
aroused: (1) need differentiation, (2) geal visualization, (3) reality
simulation and (4) agenda formulation. Throughout these_ stagés
there is a continuing reference to the core of our personality
which contains pur, Value system (beliefs, values, and self-concept), °
pur prior experience, and our own idiographic nature. Thoughts
‘and impressions pass threugh the stages and are referred to ‘‘opera-
Jion- cefitral”” for' interpretation and judgment. All of this pro-

~ cessing takes place within the context of the affect system which

reinforces our movement toward expression, of diverts our energy-.
to competing needs, or causes us to repress our needs.

Figure 2 suggests that the needing process moves through
suecessive stages in a linear fashion from an aroused tension state
to behavioral transaction. While thi$ is. often” the caseethere are-

.many instances when our affective response causes us to skip one

Or more stages. "In, other instances two stages may become 'sO
intertwined that we cannot tell which js functioning. These stages
in the needing process are essentially moments of cognition which
allow us to-make conscious adjustments_in the needing process.
Our capacity to make such adjustments‘is what keeps us from
becomiing automatons.: As we have seen in the illustration of Jane,
the needing process is alwayglaunched by a tension state.

JEPUURO So.

» -
- ®

TENSION STATES - - T cL .
Tension states are caised. by internal. or external stimuli. Our
physical being is in a constant state of change and thus produces
an unending bgr.rﬁge of stimuli. Thirst, hunger, -elimination, -rest,
exercise, and all of the attendant physiological changes account
for a large share of the internal stimuli. Because these needs recur -
daily (even hourly), they ‘are processed with a minigurh of atten-_
tion or psychic energy. Other internal stimuli assoclated with our -

thought processes produce many additional_tension’stafes. We are

of varidus stimuli, both internal and external. From a phenomeno-

[y

consta%E‘y perceiving and interpreting the meaning or significance

logical point of.'view, our perceptions of reality provide us with.
the only reality we can know. Consequently, an externat-stimulus- -
which produces an intense tension state for one person may hardly
be noticed by another person. The highly individualized nature of

the perceptual process makes our~efforts to infer needs exceed- -

ingly difficult. _ _

> | Tension states arouse the r_leeding process and givg the
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*. initial- momentum to it. But not all tension _states are dealt with
by' the individual.- Sometimes they pass into the background\%’
cause more rmportant tension states have come to the fore e
can deliberately decide not to attend to a particular tension state,’
but more :often than not we "are unaware of such a decision .
because our attention has moved on to other stimuli. Tersion states
may’be either pleasant or unpleasant: 1f, for example, we know
that we will be eating soon and we catch the delicate aroma of °
a well-prepared meal, our hunger tension may be a‘ state ‘of
anticipation that is most pleasant. If no food is in sight and
we don’t know when or if we will be eating, such an aroma
can produce an intense.and unpleasant tension state‘that in time
will override almost any other stimulj or tension state. .
We process many needs simultaneously and at many levels ’
of awareness. Some needs occur several times a day and are
processed with virtually no thought energy, as in the case of our
anatomic functions. Other needs demand our awareness perfodi-
cally but are easily processed bécause they are famrlrar to ys and
we have a routine way of processing them. But tensxon states
. arising from unique and~ unexpected situations require ‘much
c "'hought and emotional energy in the needing process. ‘It is not
surprising, then, that we 1€arn to rely on routines or stereotypés

* - - or roles as a way of saving energy. To deal with each situa- .
. #ion as & novelty ‘would deplete our psychrc and physlcal énergy
. quite rapidly. ° )

-

«7, The diagram of the needing process (Figure 2) also deplcts
. the function of our affective responses which serve as the im-
. pellrng force in motivation. Accordmg to Tomkins {1962), feelmgs
. _ are the real motivating force ,in the needmg process. He mam-
tams that in situations where emotion is highly «ntensified;
ex{reme fear or anger, the needmg process becomes a drive t at
ot pufhes us to rmmedlag; action wrfl; little. or. no processing. By
~ ' .the same token, 1f~tht'-‘emotron or affect aroused by the tension
state is insufficient, it will recéive no further attention. The central M
role of the affect system irf the needing progess has great rami-
fications ‘for needs assessment. ‘It explains why our assessments
sometimes do not produce the anticipated responses from the
———— clients_we shrvey. The respondents may “play eur game’ by
mdrcatmg their learning preferences for us, but if théy have. little
emotional identity with those preferences 'the subsequent response
. to our educational programmmg is often disappointing. (I will
« deal with this problem in later discussions of assessment stra-
tegies.) - . . -

-~
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Also centfdl jto the needing process are values, beliefs, '

. and experience. At gach stage (or potential poini of cognition) . )
DX, we check our impressions with our experience, beliefs, and values. __ T
- This’ checking allows us to validate the . cognitive and conative ? '
! aspects -of our nature.: Thus , we” select responses that are per-
e ceived as logical within the ‘framework of our experiences and ¢ o
*harmoniods with our values and/ bejiefs. The, complexities of these * .

i .choices often cause intrapsychic conflicts that *preverft -optimal

-integration of reason, emotion, and value. éuch conflicts are the .

. source of much stress and often ereate additional tension states.  *

k. o Let us turn.ofir attention now to the four stages in ‘the T, )

needing:process. . . . . .
B : . )
IS - 3 - . ' .

.NEED DIFFERENTIATION :

: _ Concept. As_the needing process is -aroused by a tension state
i - it requires some differentiation. According to Maslow (1970), we |
- distinguish. among physical needs, safety needs, love needsb, es- . ) R S .
. o teem needs, and expressive or actualizing needs. He maintained ’ .
# . that these needs are arranged in a hierarchy; the more basic S
* .. the need, the more it takes precedence over a less fundamental - . ’ e
N . need. While we tend to label our physical needs directly and with= - . ., '
: out much hestiation (1 need to eat, I want a drink, I need .
. . some exercise), we are less direct and open in labeling our emotion- . . ' , M
ally-based needs. As we passed ‘through the stages of -childhood .
PR _and adolescence, we received many messages which discouraged ®
ﬂprﬁsion or even awareness of our emotional needs. Such: mes- ‘ )
i ‘ sages over a prolenged period of time Jead us to deny and evgni_
tually disown some of our needs. Only when we are in a situa- . | S T
* tion of considerabl¢-security and encouragement are wé comfort<, o Lt ’
-able in acknowledging our needs (e.g., a need' tocry, or ‘curse,’ S n )
_ or touch, or to be free). One of the major reasons: for employ-  « e :
i - ing a constituency approach is that the very-process of sharing simi-
- lar life’experiences-and views among censtitu t'membegs can pro- - - . : ;
*vide the :stimulation ‘and, motivation tb clarif\and express needs. - .
- _Some of these needs are directly 'r_elated°to,reemry into .college .o v
. % - ° “(gaining independence, making. friends, feeling adequate, being .~ . .. . -
B _more Assertive, and so of). . ) : AL ‘
z *"" - Application. For the sake of iljustration we yill assume - ' ) .
o that an *‘advisory, group’’ representing potential reentry. women in -
"’the community his agreed to assist the college in exploring the’ ‘
% . possibility of “a.women’s program. Tiese women have agreed -~ .
) to serve for several' months, meeting:- several times to as§ist -
i i K "??A‘; . .
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educational . planners at the college in assessing the needs .of re-
. " entry women. [‘ater they will engage in transactive plannrng with
fhe ) : -a group of agency -personnel from the community as well as
- college staff members and administrators. -
) - . Lét’s -assume that in their first meeting the advisory group
we might be invited to generate a list of personal concerns or prob-
. _ lems {needs by implication), which they have observed among other '
' " members of their—*‘constituency.’’” By directing attentioml away . ~-
S from themselves personally and yet Keeping attention on people
‘living in circumstances similar to their _own, the planner can leaen -
of significant social-emotional- physical needs.and problems com- -
, mon to the group. (The Nominal Group Ptecess defined ‘on .page 36
% . . is useful for that purpose). During.the first evénmg thepgroup
) * can identify and prrormze the problems and concerns which mem-
. _ bers of the constituency experlence most frequently -and* with
‘Y ' the greatest" intensity’ ,‘\B een the close of this meeting and the )
. next’ one the educational! planners can prepare a summary of the
group’s deliberations and distribute it to the membegs. Thps s
e _» = ~=sets the stage for visualization of possrble solutrons (goals)
b

' GOAL VISUALIZATION .. = - .°

et a
«

. i Concept. The major drfference betweern the need stage and thé

LR goal stage is the degree of specificity of the perceived Solution
o ‘ . or resolution of the need. Feelings glve\-momentum to a need- ,
‘ _ while goals provrde direction for the energy flow. A need becomesT« den
. “a goal when it has been translated imo, a visual rmage of..a
o ' . T “desired solution or state,of affairs. The use of images is 1mpor-
. L ’ tant in goal formulation because it allows us to project possi-
LN ble solutions on-<the ‘!screen of the mind’’ before rrskrng any
T « commitment. From our storehouse of impressions and experiences
: - we search for the figures (images) tbhat will compose our pro-.
-jection of desired solutions. As these ‘combined -images.or con-
. : *. figurations are projected on the mental screen, we make judgments
oo about their usefulness and their acceptabllrty At this point we
R o draw not only .on our own ‘pragmatic experrences but also on the

T el o, values we have internalized. This judgment is a way of increas- . o

¢ ing the probabrlrty that our eventual soliition will not cause N

"’ . . discomfort.. Agarn it is essential to recognize“the 1mportance of N
R A * + the affect system in-earrying the e“forward. If the image is*- _
YA C. vague or too fraught ‘with qeuﬁ&?;?i%ns, it wi\l create new ten-° . o
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Lo . . can be particularly distressing. In -an ambivalent state it is diffi- Lt Ll

&7 - qult'to form clear images, and this fuzziness, of course, is detri- Fo T
v mental to subsequent stages in the needing process. I short, if B4 .
’N\’ . we'are confused “about what we want, we Jave trouble arrivingf . .
s>, . atan acceptable solution. . o
. : Application; After a review of the prioritized problems, .

= néeds . and. concerns generated in the first meeting, the advisory . .

P group (at the ‘second meeting) can be invited to exchange ideas

ca about. desired situations which they feel might best accommodate o

some of the more critical needs. Fantasy plays an important part
. ~in goal formulation. It has been useful in some situations to
4 €ncourage participants to close their eyes and visualize one or more «
- situations which might satisfy Some of the more important needs” . p
identified’ by the group. After a sufficient period the larger :
. group ,can be divided into gro&ps\af four or five and encouraged - .
to share_seme of their visualized goals. Members. of each group -
can be asked to',write down brief descriptions of the goals de-
scribéd by individuals so that the planner might identify-the range, =~ . :
nature, and commonalities among the goals prior to the third . o/
meeting, This process is essentrally a brainstorming situation with - o
- the ‘theme ‘I can dream, can’t I?”’ Participants. need to under- - . . .
stdﬁci that reality simulation will occur at the third mee_tin'g.'." - '
i - ’

\a

et
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JREALITY SIMULATIONS T = . R

.

Jo.

JUN.

“Cintept. At some point in the needing process. it is’ impostafit™> .
to project our sense of reality into the process. For some people ‘ ; o
the need to do this emerges early ‘and becomes._quite wintense. _ , SR
Thosé who have participated in the brainstorming sessions will - - . S
recall how quickly some me€mbers of the group wish to intervene
o in the free flow of ideas'to point ou which{(mes’ are unrealis-
tic. While the eventual ‘necessity of acknowledging and delineating
.. constraints is vital to the formuljation of a workable plan or agenda, -
- we-know that potential._creativeness' can be stifled if constraints ‘ - - ?’

are brought forth too early and- too I rsistently. Most of us

i » - have encountered people whose initial reaction to any-idea is , . . ——
P doubtful or negative. While"suclr responses often curtail spontan- . . o
& eity there is a time in-the needing process when. reality “simula-
-tion is necessary if not essential in formulating effective plans
individually or in groups. The most appropriate time for reality
simulation comes after possible ideas or- goals for megting indivi- .

- dual Or group needs Have been fully explored. ’

.. Simulation of reality, just as formulation of goals, depends ot
on+our capacity-to project a future sityation.. It draws on our

,;"”;“,a',.i Y
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imaginative capacmes as well as our awareness of practical reali~
ties and helps us avoid pitfalls in our later transactions. Because
this step in the needing process is realrty ‘oriented, our prior ex-
perience with similar situations becomes very important. Wlule Qur
visualization of goals is often idealistic and therefore strdngly
linked to our cherished values and dreams our simulation of
reallty is highly pragmatic and strongly related to our concrete
experience. Ideally the simulation- process becomes a, modifier of
our needs and goals, thus setting the stage for 'agenda formu-
lation that will be both promising and realistic.

Application. In the third meeting of the constrtuency ad- -

“visory group it is helpful to review the identified needs and the .

visualized goals. The group is usually quite pleased to see a typed
summary of-its ideas frem the previous meetlngs After reviewing
and elaboratlng key points group members can, then _be asked to
think of the resources which would be required to carry out the
ideas as well as the rmportant barriers to realization of the goals.
Again silent generation of theseulﬁas\l drﬁ’dually foliowed by
round robin sharing works effectively. The barriers identified can-
be "expected to include such things as lack of money; child care
restrictions, transportation, uninterested officials, communlcatron
problémg, and_ R on/Theseoare realities. At the Same time-the :
group can. be encouraged to identify ’pbmuveﬁéfesources which
might ‘be recognlzed in helping them implement their. goals. Wi
this simulation of reality the group should be ready to formulate
agenda for action. . _ )

AGEN DA FORMULATION

Concept. In’.the selecnon of means (subgoals Qor objecnves) to
implement the larger goals, we rely heavily on previous expenence

"When we are, developing gur agenda, external events which run

counter to our goals tend to cause conflict. Our.agenda “exist
at many levels of ah{eness and we will have- many agenda at a
grven time. Sometimes out emdtional attraction: to-a desiréd ex-
perience is sufficiently -intenge that it will contradict our values.
In such cases we may have trouble ‘‘owning’’ our agenda be-
cause to do'so would Be an open denial of our values. .Con-
sequently, we are apt to restate our goal t6 make it apparent

- that “‘our motives are pure.” If our ‘goals have already been

approved by our value system, ‘we ‘are freer to. be pragmatic
in formulating the-means to those ends. Of course, if we carry
the pragmatism too far, we risk contradlctlng our values but’ by
the sanfe tokeén if we&-temain too idealistic in formulating our
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’; ‘C/ .+ “agenda, we risk not achieving the godl: The .issue of -means |
= versus ends plagues-us all of our lives and usually creates addi- '
tional tension states. . -

- . Y

Eoa . 1"have used the concept of agenda becduse it demotes
¥ . formation of a Dlan of action. As individuals some.of our agenda
Sy T will be very “loosely conceived, some will" be hié‘?ﬂy‘- organized;
< some will be explicit and” some will be implicit.:In any ‘®event
anyagenda is the prelude to behavioral transactions, Agenda’ con-
: . ditfjon: our résponezto the transactive situation. Af there is an’ -
. urgency to tra sactfn?‘_is not unusual for us to arrive at ‘agenda -
whith may \)Z? satisfy our- needs and goals, or may be out of '
* “ tune with our Valies, ot may ignore the realities of the Fituation:
B In educational planning with constituent groups we need therefore -
to rqake‘ ourselves consciously aware of each of these stages in
.. the needirig process. ‘ ol
*  Application. When moving foward thefQrniation_df
_agenda--with a constituent .advisory group we must tecognize a
o potential hazard. After three meetings the group will most likely :
. _have an emotional investment in its ideas; consequently, the ed-
: . " ucational ,plariners. must make the group aware of the hazards
of ‘‘freezing” t]leir agenda before they have transacted with col- .
‘lege administrators and- representatives of community organi-
- ——==2ations that are closely related to the constituency. They ‘must
also recognize the potential separation which their planning ex-
perience has tcreated*between them and constituent members who
have not participated in the planning process. One: way to offset
the ““let’s have it now’’ feeling is .to encourage a verification sur-
vey to determine the extent to which the larger’ constituency sup-
ports the conclusions of the advisory group. This process, -elabor- T
ated on later in the monograph, suggests a method through
which transactive planning can bring together the idiographic

1
o
» oy
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. views of constituents and the nomothetic views of the ““establish- . - ‘ '
ment.”’ , - P -0 PR
- d, \ ’ k ) P .
) N BEHAVIORAL,TBANSACTIONS SR Co- :

~.i

Concept. Having constructed an agenda which’is related .to our |
needs, goals, and sense of reality and which is at least . partially -.. -
in harmony wifh our values and experience, we then engage in -

‘ —, behavioral transactions with our environmént. The term trapsaction |
. is used to .denote that our interaction with our environment |
is not a simple stimulus-response encounter but rather a. complex ‘ - |
- phenomena through-which our needing process is expressed. We oL e "
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read speclal meanmgs into each situation based on the current
status of our needing process. In an earlier wrltmg I have illus-
trated the transactional process ag follows: * ; ° )

'*rx

Let s assume for mstanéethat a group of senior -
citizens is having glfﬁculty with dealing with infla- -

" tion on a fixed income. Let’s further assume that -~
this difficulty is most acutely experienced at the super-

- market. If you were to send five different senior
citizens to.a supermarket with thirty dollars, you
would find much difference in the contents of their . |
baskets at the -cashier’s counter. The quality.and ‘
quantity of goods would vary considerably. Also,
the aésthetic appeal o}' their choices would vary.’

\ . In the filling of the basket, they have gone through

4

I\\

>

a transactional process. To the store they have
. taken their long-term values about what is “good.
food’’; they have taken their relative levels of trust '
4in television commercials and personalities; they -
. have taken their, physieal cHaracterigtics and pe- ° /)
“culiar appetltes, they have taken theif varying ~ -
capacities to use arithmetic to assess quantity.
}some of them, shopping is a burden, for others,
. 1t} is a social opportunity, for still otlfers, it is a ,
b;tter experience at not hayving sufficiént resources .
to buy -the food they were once ‘accustomed to ),

(Rames 1974, pp. 19,720). / <
This, brief vigne tllustrates a phenome a, that is ap-
-parent every-day of our . What appears 02 the surface to
be the same or a similar uatlon in Tife for a cluster of people

is really quite a different.eX¥perience. The reahty,@f this_difference
has d}fflculty in penetrating our thinking because we are §o caught
up in the “reality’’ of our own perceptions. Consequently coms=".
munication suffers, and we experlence the world’ om different
“‘premises.”’

Although we are . umque individuals, w, “are” more" alike
than we are .different. If.this were not so comimunication would
be quite limited. In education it is important that, we search for
those commgnalities without ignoring-the differences. That is whiy
transactive planning is so important. In transactive planning .we are
able to establish the commonalities while acknowledging. the dif-
ferences. For example the teacher who engages periodically in
transactive planning in the classroom is able to adjust the con- .,
tent and the methods to accommodate the learning styles and ~
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i 'ab‘ilities within- the group. The same advantage exists in progran?

planning. If we engage the target group in transactive planning
we are much more likely to simulate their needing processes and
thereforéBuild an effective program.

" °  Application. 1f we are to build an “effective program with
our group of reentry women we must not only engage them in
a process of transactive plafining, we should also engage others
who have important inputs. for Fhe planning process. Within the
community- there are groups concerned about the needs and de-
velopment of women. Some of the groups would include social
“"and family agenc1es, employment offices, churches, and businesses.

In addition, members of: ‘the- college staff will be interested if a— -

proposed program is to use college resources. Consequently, the
adv1sory group needs to engage representatlves of these .groups
“in the' planning process. They will raise questions “that must be

apswered. The.danger at this point is that, their questions will -

arouse excessive defensiveness within the advisory group. The edu-
cational plann®rs must spend time preparing both groups for the
encounter. One possibility is to discuss the situation w1th the
advrsory group during the last half of their third meetlng and then
to invite the agency representatives to a briefing just *prior:to the
transactive planning meeting. At the brlef'mg the nature of the ad-
visory group’s deliberations can be drscussed and a supportive
emotional climate can be established. While an effort to establish .
good communrcatlon is important it does not mean that Honest |
differences in Judgment are not acceptable. That should be affirmed.
visory group might be presented in the form of-an .interview/
schedule -or survey instrument designed to assess needs of the

‘ consmuency at large. Thls focus aliows agency andﬂ}ege repre!

sentatives to make suggestions for additionak items e fact that
the ideas are to be submltted to a larger sample of the con--

stituency for verification réduces some Of the pressure regarding

decisions at this first joint planning session.

.~ Members of ‘the advisory group may be willing to serve as”
interviewers .for the verification survey. If so they will need

an extra training session and can practice 1nterv1ew1ng one another.
Such a plan not gnly provides essential tralnlng, but also-a needed
pilot experience vith the instrument. - . =~ =

The remainder of this monograph deals wrth nomothetrc
assessments ‘as well as transactive methods of assessment. Culmina-
tion of the ideas offéted are to be 'found ina transactrve plan-

", nlng model on page 54.
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At the transactive planning meeting the agenda of the ad- ;’ ‘
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munity colleges is to enhance the learmng Opportunmes and con-
_ ditions for membErs of the constituency.- There is little doubt
! that we are fast becommg a lg;armng society, No where in the

* literature has this been documented ° more than in the work of

Allen Tough (1971) For the past ten years Tough has studied

4
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- The ult1mate purpose of constltuenc _Qrogrammmg at com-

(24

the learning projects of adults-from all walks of life. His account

is reviewed. briefly here because it. :speaks so directly to idio-

graphic assessment of learmng needs. "% '
!

P-ASSESSING THE LEARNING AGENDA OF ADULTS

" In his classic study of adult learning needs, Allen Tough (1971)
and a
learning) projects of jadults. He reasoned that if we- knew» ore
about the. nature, e; tent and motivation of such projects;
would have valuable cues and clues to providing assistance to adults
"He carefully sampled several populdtions, which in¢luded
~ blue-collar factory workers, municipal politicians, elementary school

Zam‘ of traiffed. interviewers gathered data on the natural . -

o

g

g

teachers, lower~middle-class adults, upper-middle-class women with, |

preschool children, and social_science professors.- Tough found
.. that v1rtually, all adults in his safple- had undertaken at, least
*one or two maJor lparmng efforts per year and some had launched
ﬁ({een to twerty projects. He defined a learning project as a major,
deliberate effort to gain certain skill and knowledge. He found that
it is’ not: uncommon for a man -or woman to spend 700 hours
a year at learning projects. .About 70 percent of the pro;ects
are planned by the learner himself, who seeks help an subjéct
matter from dy variety of circumstances, expei‘ts, and pnnted re-
‘sources. Tough further defined a learning projecttas a series of'
related episodes adding up to at least seven hours. In-each epn-
sode, more amore_than half of the person’s total motivation is to gain
and retain certam knowledge and skill, or to produce some “other

i’.'.;fz

lasting change in himself. Typically the learmng ‘episodes which |

make up a project are from thirty to sixty minutes in length.

The mterv1ewers found that many people have difficulty -

féCognizing legrmng “projects because the projects are ‘so often
woven into thelr lives. Consequently, helpipg these learners recall
specific pro;ects requires considerable skill. Less than 1 percent of
all of the learning projects uncovered by the interviewers were
taken for credit. This fmdmg, of course, raises the °questxon of
the needs that were mafifest in the selectioh of learning projects.
Tough sees pleasure, self-esteem, and favorable response
from. others as the. primary motivating f?(:tors. In addition, he

°
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- . suggests. that learning projects are undertaken because of a change
in status-Or the passage from one developmental stage te another,
such as establishing ‘a_home, or becoming a parent, or, getting
a divorce. This latter observation is particularly significant in light
of the recent and graphic portrayal of the adult developmental
stages'by Sheehy (1976). * . : )
_ Tough’s analysis of why people learh reflects his pragmatic
approach to research and suffers from the absence of a systematic

: studies will be very useful to those planning programs for an
increasing variety of édu_lt constituencies with wide-ranging needs.
S T *  In a recent monograph I advocated a -greater emphasis
. . on 'Life-Centered Education. 1 identified specific transactional
' -roles from,which the learning agenda of adults might be extra-
““polated. Hlustrations of possible learning agenda are as follows:
. - Personal Development Needs. Clarifying personal values,

g - maintaining health and physical fitness, strengthening .personal
- identity, improving learning skills, strengthening relationships, in-
. creasing communication skills, enlargiflg self-awareness; A
T ' Career ‘Development Needs. Engaging in career self-
N ‘appraisal, analyzing cdreer opportunities, acquiring careér com-

petences, evaluating employmeit opportunities, adjusting to' pro-
motion, acquiring ‘‘job-getting’’ skills, planning for retirement;

. <.« Family Life Needs. Understanding family planning,_ clari-
"fying role expectations, planning for economic security, strength-
: , ' ening family unity, compreliending developmental stages and adult

‘f ;" crises, understanding legal. rights, developing essential conSumer
Sae o/, skillsy | - - , %
; / * Civic Development Needs. Influencing political decisions,

L coping with bureaucracies, using community resources, analyzing
. o community issues, participating in”voluntary activities, analyzing
: oy cultural value systems, appraising political candidates;

e . valuesystem, agtjuiring historicdl perspectives, enjoying cultural
. . > * artifacts -and art forms, appreciating ethnic. culfures, learning
N _culturally based skills in art, music, literature, and so on; .
5, . Recreational Develépment Needs. Developing { vocational
g and Tecreational skills, planning travel experiences, exploring
B oufdoor life, appreciating sporting-events (Raines, 1974, pp. 16A-
2 ® 16B). ~ P A

5 ="..- Some of these needs can be responded to ifi the regular

academio program of the college, -while ,others require- special

et - .
3 s - R . s ®
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A theory. Nevertheless, his contribution highlights the value of exam-"
:'ining learning- projects from an' idiographic’ standpoint. . Similar .

<

- Cultural Development Needs. Understandiffg our cuitural -
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SEERE . o . workshOps, seminars, or community services programs Many of

: . " them spawn the~kinds of adult learning prB‘jects which Tough
; - o . described in his research. ‘ —
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E " CHAPTER 2.
-~ - ASSESSING NOMOTHETIC
N EXPECTATIONS

~
N
. '
t_5 »oe

Qur communities are -composed of interrelated 1nst1tutlons
(economlc, political, educatidnal, and so on); which are in turn
made up of related organizations '(such. as busmesses, agencies,
schools).” Each of these subsyStems has specific functlons whose
performance is needed by.. soc1ety to "maintain 4ts stability or,

hance its development Individuals working within each type of
organization assume the prescribed roles necessary for performing
. , those functions. Consequently, such, persons become ‘societal or
L Y. . .organizational agents — at least while they are on the . job.
e " . (Some have trfouble shaking off their roles even at home.) Through
.oy . educatlon, tralmng, and experierice they acquire ‘varying levels of o
A, L expertlse, and in the process they assumesa nomothetic attitude,
'3,_ T ) which is derived from a contlnulng mvolvement with the collec-
L ( IS tive and/ normative expression of the goals, practices, ciistoms,
L. ) _ - mores, traditions, expectatlons of the organization.
fel ' To assess nomothetic expectations -and requlrements is to/
X ' o .- learn what the organization, or agency, onfcommnmtydesxresr t
IR - " in terms of resourges, structuré, and commitments, A number of '
§ e writers have observed that an organlzatlonal or gommumty need 15(‘
o . .. the distance between what exists and what members of the or\-u/
3l oo : L ganization feel should exist. In this context problems are the
S _ © barriers to fulfillment of the shared goals or asplratlons.‘ i
- N ) . .7 . Those within the.organizations and agenc1es are in a position .
- : - to'proville significant information about their needs as role ificum- -
RN ) . bents, the training needs of others in the otganxzatlon the needs -
Yo - cg theif-"clients -or customers (as these needs are inferred from
their contacts—with clients), and the needs of their .organization
e from an operatlonal point of ‘'view. In a sense they are *‘experts”’
S on the functlonmg Pf their organlzatlon Of course, we must
) - plways recognize that the groups served by the, organization are
e . Iso experts” whose, individual descnptxons ofthe - organizat:on 3
(. unctioning are. also“val'ﬁé‘ﬁl"‘”r“'is important go keep in mind
- the differences between the views of these two sets of gxperts
whien" using the term gommunity needs. 1 hope we learned this
lesson well during the social revolution I referred to earlier; at
* i
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. . that"time agency personnel, accustomed to; nirlg_thc needs of .
= client groups, found their own definitions of community needs to
S be considepably at varidnce with the perceptions of the clients.
o The clash-was so strong that- fof a while we mistrusted the
nomothetic view..of the professional. In assessing needs, we must
o balance well thé"ﬁfﬁiographic and the nomothetic.

3 B .
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COMMUNITY ANALYSIS

. : ;

As Marris and Rein (1967) point out, our politicdl §t’rgcture is

designed so that no single power, at any‘level of governmént, shall

claim an aiithority broad® enough to control all the sgcial institu- .-

‘ tions of a community. So, the community college dogs not control

o the economic, political, religious, familial, or, governmental com-

ponents of the community social system, nor do any-of—these

control_ther college. Yet to be successful, tHe college must- share

information and reach consensus.with other parts of the system.

Donald Michael (1973) uses the term “‘boundary spanning’’ to refer

“to those activities that relate an organization to'its environment. '
Effective boundary spanning is necessary if the commun-

ity college is to assess the educational ‘components of community  *

problems such as: (1) changing priorities in the use of local or

.« 7™ " regional resources, (2) handling population growth, (3) improving

communigation ‘petwieen -agencies and groups in the community,

{4) improving and expanding the economic structure and employ-

ment patterns of the community, (5) responding to the changing

X roles of women, (6) handling problems’ of youth, such as drugs,

e ‘dropping out of school, unemployment, (7) improving health and

’ medical practices, (8) increasing sensitivity to ethnic apd, racial

groups, (9) strengthening the role’ of the family 10y reducing crime

and delinquency, (11) improving social and governmental services.

The ‘following listing suggests some sboundary-spanning activities

developed from a nomothetic perspective. A :

Economic Development -

———,

~ . .
1, Studyipg the community’s jaceds for apprentices, technical
personnel, and middle-level managers *
b 2. Assessifig the need for career counseling services
"‘ 3. Evaluating the need for on-the-job refresher training and
R job retraining’
\ 4. Ascertaining the need for labor education programs g
, \ o 5. Helping community agencies study the potential growth
- \{ J . of local businesses and industries v

»,\ W\ - R : . o . a
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Governmental Development

»

1.Studying the need for seminars on and»\pinservice train-
ing in interagency communication and cooperation

2. Assessing the need for training programs for.community

~ volunteers

3. Evaluating the need for education programs for govern-
mental officials on topics such as zoning and land use*

'
3

Educational Development

' LI i
1. Assessing llteracy in the* community

- 2.Studying the 'sthool dropout rate and 1ts relatlonshlp to
"other community problems K

3. Ascertaining the learning opportunities within various or-
ganizations, such as businesses, 1ndustr|es churches, and
agencies

- o [

Social Services Development

1. Studying™the educational needs of older citizens
2. Assessing the inservice trarnmg needs of social workers,
home economists, and other employ"Ees who provide social
services
3.Evaluating the need for seminars for communrty leaders
on the needs of low-income groups
4, Determmmg the need for educational programs related to
intercultural group 'relatiohs and communications .
e, S.Evaluating the educational needs of low=income groups,
» including basic literacy programs— - <

v
Fa
.« -
. 8

Health Development LN

1. Studying tHe need for inservice trammg “for’ community
health care providers
2. Assessing the need for programs for parents and educa-
-~ tors on such topics as drug abuse and mental-health”

’
. <

3

ﬁ.
Professrons Development

"1.Assessing the current learmng needs of varrous.profes-
sionals “

¢
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cED 2. Identifying the educational resources in state universities . : .
’ ~ for meeting the needs of locdd professionals .
3.Exploring the possibilities for training additional para-
professwnals -and analyzing what the colleges, wpuld need '
to do to prepare them
e .

‘- Commumty Development . ‘ ~ ‘ o
<4 .
1. Assessing the extent to which people seem~to identify .
- with the local cgmmunity and which aspects of the com- . ‘ |
, munity they identify with ( 8 . ‘ -
v . 2. Determining-common concerns or interests which have the .
. potentlal for bringing people Yoggther and giving them a
- - - sense of c0mmon identity - R
: . * These are only a few of .the possible avenues of a nomo- .
.t .thetic needs assessment, The college tneed not assess every facet ) )

:~ = of community life. In fact, ‘would be better off to’ choose ° - .
“~“ one particular area and concen 3te.on translatmg the needs it finds
«, into programs.’

- . . * - e
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.- _CHAPTER3 ~ = .
/~ TRANSAETIONAL APPROACHESTO
— ' NEEDS ASSESSMENT -

/ Netther,the paper-pencnl survey nor the structured inter- .
' view provxdes opportunities for respondents to_interact with other
- .respondents while. completing the questtonnatre or interview. We
have often observed thatswhen-given a chance. ta clarify their
-thoughts wtth _peers,_some respondents are inclined ‘to. modtfy
their replies: Often they.think of ideas they might otherwise ignore..
Consequently, a method that permits interaction or transaction has ,
certain advantages. It seems to generate greater- iﬁ‘volvement and
commitment among participants. It also tends to enerate ideas
that are more«dtrectly related to their lives, and those ideas tend
to be expressed in .their languageo rather than in- the, language of
the researcher. Obvnoﬁsly, an interactive appreach with a represen-
>, _tative group. of constltuents is desirable™ mobutldmg a survey - ¢
. instrument for later use with -a’larger sample’ when the extent
of a need or'concern can be determtned through survey techmques

- N

a s L
"~ " THE TASK FORCE }PPROACH . s
~ ~ ' The systematic and dynamic approach to assessmg commun-
, ity needs described by Brooks (1972). is. ‘based.on a-task force
study conducted by the Georgia Center for Contmuxng Ediica- .

- * . tion. The ;Center emphasized identifying key leaders of a. target
commumty;%o were subsequently, involved in defining community
problems, estabhshtng priorities, and éstabhshlng links with the

~ local comm‘&glty college so tj}&t thewollege mtght respond with
X ¢ appropriate”programs. The steps in this study were; (1) Locatmg .
L a- host community, (2) conductmg library research*'on the com-
‘ ' ‘munlty, (3) developing an interyiew ‘schedule, (4) 1dent1fy1ng posi-
tional and repytational leaders (75 to 100), (5). selécting and train-.
ing the mtervﬁaVers (6) doing,field ‘mtervilews, (7y procéssing the .
< data and prepdring a report (8) giving public’ feedback to the -
- community, and (9) develo'pmg educatlonal programs to meet the
.. needs;. o ro. pes
- - Some of the commun nity needs tha;} aere ldentxf‘ ed by the s,
S study were (m rank order) consohdattorro city *and county govern-.  ,

L vo




m,gnts, improved recreational program facilities, more and better
-low-income housing, and improved publi¢ schools. Clearly, both: .
£ . ' nomothetlc and 1dlograph1c needs weie diagnosed. The local col-
: ‘léges involved (Macon Junior College and Augusta College) were

FRNTET

-

" . - provided an opportunity through joint sponsorship to-demonstrate

; * " their-community concern. Brooks’ report unfortunately does not - '
- indicate whether the experience changed college programming. N . s .
.)' : ) ' ) . . H'";
' - THE NOMINAL GROUP PROCESS ‘ 0

- . - Within the past ten years Andrew Van de Ven and Andrg . o 4

Delbecq (1972) have developed a quasi-interactive method of »

alsessing needs called the Nominal Group Process (NGP). They ' - - -

define it as a ‘‘structured meeting which seeks to provide an ’ L

orderly, progedure for obtaining qualitative information from tar- ‘ . ’ o
- get groups.whe-are most closely associated with a problem area’’ . r

SR (1972, p. 338). They indicate that it was developed in the late ' T

< o 1960 from social psychology studies of decision conferences, from -

-

g . studies of program design in* the aerospace field, from industrial

e engmeermg problems of social science, and from environmental.». .
- studies of organizations by program planners. By giving the par-

- ) t1c1pants specific tasks™to do,! NGP seeks to capitalize on their

A - .= creative potentral withofit -bogging down in the typical interaction .

X problems found in less structured groups (thure 4). . /

The application of this “féchnrque in a hospital setting, as -
reported by the authors, qemonstrates its- -potential for serving as ..
T a pjlot ‘research instrument. The techniqué se€ms partrcularly well o <
S suited to 1dent1f)’mg the concerns of -a well-defined and relatively
¥E homogeneous target group. Because of the time needed to obtain’ )
o5 --contributions from the par¥cipants (usually three hours unless. . e
““’* adaptations are made), the method must be restricted to a some- d
- * ~ what limited sample of the target group.
The following adva-ntages seem to be assocrated with the use v
“of NGP, aceordmg to various writings- of the authors: (Van de Y

' .. Ven allgl Délbecq, 1971, 1972, 1974). S ;
- 5 1.NGP allows target groups to single out critical. problemS\ PR NS
o " . in'a nonthreatening setting. ’

2 It seeks contributions from all the participants before it
. asks each meniber to rank the various proposals.

WH
e 7

~ 3.1t deliberately sets. up (throug}fi‘the silent brainstorming o o .
. T perrod) a dynaniic tension which is seen by the authors \ -
& > " Fas fostermg creative thinking. . S i,
‘v - * 4. It -eliminates semantic barriers by providing for gommuni- S o f :
. .u ' 2 ‘
o - * s, . - L -
. ; 36 '

. .
. hd -
. . . . z
1 . 4 - . i
N 0 . . :
. N N
~




~ELhe
s e y * -
e 2, . ( ‘ _Figure 4. A Schemata of the Nominal Group Process
:.; - ‘ - RN ~
AN ; 4 .
" FOCUS STEPS “ » PROCEDURES TIME
Silent Members write their individual 15 min.
Brainstorming | responses to the challenge
B . ) question - s
. 4 ¥
Ew Idea Round-Robin {isting of responses * 20 min. .
' b ﬁf_, Recording | on flip-charts without o L'
' wa-- comment v )
g = N A
t \ %3] M . - " i
- - 0 Ideac Clarification and coordination.
: - R i Clarification | of Reponses without . 20 min.
.o g ’ value judgment - - : .
- ’
. ’ " , * - COFFEE BREAK : 10 min. ~ .
... - Ranking Mem'b'ers use 3x5 cards to rank - v~ . .
Y " * ldeas the ten most important 15 min.
: ] . . . _ ' | ideas individually ’
T o . T O '
. ﬁ{ Recording | Members post their rankings .
\ ) . . i->: O Group by their preferred items 10 min.
=z 4 Judgments | on flip chart ‘
v - T S = <
. ) E . Group diséusses and defends
. . .- 8 @ Discussion | relative merits of various " 30 min, )
4 responses té the question ~~ ) t
- N - A Scoring Members individually score Yop J
T Period ten items on- 100 point.scale 10 min.
- - . . and turn in scores,
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- % personal agenda adopted.

-

cation and clarification-of ideas before the aptness of the
ideas is judged. . cn .
5. It provides a structure which can control those who would .
»  seek to dominate the discussion -or otherwise get their
- 6.1t permits a rational examination by group participants.
of both the subjective (affective) and objective (cognmve)
aspects of the problem. .
7. It appears to increase group members’ identification, with
“the problems identified.

Van_ de Ven and Delbecq advocate careful selection of »5
target group members. The participants must be homogeneous
enough to be able to agree on some priorities. Even more~im-

- ‘portant, the questions posed to’the group must be perceived by

the pamcrpants as clear, relevant, and worthy of their time. Im-

s plred in the challenge questions and the very process itself is the

idea that some constructive 9ctron will eventually emerge from
the deliberations.’ .

+ - The authors also report on research_comparing .mteractmg

groups with nominal and delphi groups (Van de Ven and Delbecq,

.7 1974). Their study examined the quality ‘of the ideas generated

l’%
¥
&

+

and the participants’ satisfaction with each of the processes. They
concluded ‘'that whén ‘the task is a fact-fmdrng problem with
no~known solution, thé nominal and delphi methods are equally *
effective and both are clearly more’ effectrve than conventional
interaction groups:- -

Although their reSearch is interesting and somewhat «per-
suasive, additional research using a different design and conducted
by Thad .Green (1975) at Mississippi State does not support
their findings. Comparing authoritarian, permissive, and democra-*
Aic interaction groups with nominal groups in a residence hall,
- Green found no significant differences among the .groups ierhe
items generated, the number of un1que respbnses, or the quality
of responses. -

A communrty-based apphcatron -of the NGP was made
by ?ihe director of Commuitity Servicesat Waubonsee ‘Cdinmun-
ity , College in -Illinois. The drrector, through a 'prevrouslx
estabhshed relationship with the city council oj\ Aurora,' Tllinois,

" was able to work with twenty citizens representing various agencies,
" of the community,” including{ such. diverse groups as the, Illinois
Migrant Council, the Champer of Commerce, the League of
Women Voters, and a Child Devel%ent Center. The purpose .
of the NGP was to determipe the most important community .
problems tq. which general revdnue sharing funds should be dapplied.

!
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, The eommittee produced forty-eight suggestions (needs or problems -

o]
- . -t

or solutions) which they then ranked according to which ite .
- needed action first. A subsequent report of the meeting in t)u;‘.'«* -

- newspaper indicated considerable satisfaction with the NGP as . |
. well as strong support ‘for the first action to be taken — estabhsh- “

ment of a city health department

THE DELPHI TECANIGUE

Somewhat related to the Nomnnal Group Process-is the Delphr W
Technique. Both ask the participants to respond privately .to a
challenge. question which the researchers think is important to the
" respondénts. The Delphi Technique, however, selects participants
who are considered to be’experts on the subject from whiclf the _
challenge . question_has been elect.ed And the delphn méthod is -,
most commonly concerned with | projecting future needs. Unique to ’
the delphi- approach is the. continuing refinement of responses
through a feedback system which includes several ‘‘rounds.”’ In
each round; ‘the, group members réfine the ideas reported in the
previous round.

The Rand Corporation under a grant from the air force -
first developed the Delphi Technique for making policy decisions.
Although -futurists seeking to forecast technological changes have
been-its chief users, delphi is gaining favor as a plannrnz device-
in educat;onal circles. i

In their assessment of the needs of senior citizens in -
Northern Illinois, the designers of Project Renewal (1973) sub- ~
mitted a delphi questlonnap;“ to key persons in various agencies
that deal with older people. To save time, the researchers listed . R
several commonly identified needs under such headings as adequate
income, basic- material goods, health, knowledge and skills, and .
+personal and social development. The fifty-seven delphi respon- il
dents were requested to check those items perceived as ‘‘very
‘much needed’’ by senior citizens in the area. Considerable write-in
space was provided and respondents were requested to elaborate  _
their reasons for thenr choices "and to clarify the nature of the
problems observéd™ Part Two of the ﬁrst\questnonnanre asked the
agency personnel to, comment; on the learning experiences that thgese i
clients might need or want.

~ The results of the first survey were summanzed and p\re-
sented to the participating ‘‘delphinians.’’ In the second roupd
they were asked to rank the needs identified in round one. The
changes in the resu'fts from round -one to round two are interept-

H
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mg .For. mst.ance, in the_first round only one: of

agency respondents called for a “cleannghouse of in o\nnauon on

resources” for senior citizens, yet Tn the second ro was
given the second. highest-priority. However, there were sqnd&Pcon- -
- gtants too. The need for transportation was the most fréqpently
cned need in round one and was also given the highest prid¥ity

in round two. . ‘
! Of the twenty-six needs identified in the first round, only
. € twelve weregiven high priority 'for immediate action in the second
round. Three of the néeds, ‘‘use of volunteers,” ‘““visitation calls
on the elderly,” arid ‘“‘use of mass media,”> did not appear in“the
. first list. Apparently these write-in responses in round Wo were

evinced by the new emphasis on the immediacy of need.

. . The PrOJect Renewal researchers felt that the Délphi Tech-
nique was useful in giving respondents a chance to rethink their
original responses. In addition, it managed to elimifate some of the

_+ nonproductive problems which can be discussed in interactive
groups when agency personnel_ seek “to.lay their expertise on one
another;” ~ -

£ "l

-~ THE TRANSACTIONAL EVALUATION PROCESS

The Transactional Evaluation Model (TEM) was,de&gned 10 in-
crease the. llkelrhood that follow-up action and 1mplementatlon
would result ‘from needs assessment,, It 'was also designed to in-
clude the ideas of those people who are most .apt to doubt:-or
obJect to the reshlts of the assessment. TEM was developed for
use in urban situations where, dlfferences of opinion aresharp and
often volatile and where cmzeps prefer to éxpress their  views

. orally rather than respond to questionnaires.
Harriet- Talmadge (1975)- of the’ Umversny of Illinois at
Chicago, who is a leader in the use of !TEM comrhents that
" even traditional interaction strategies used in' orgamzatlonal develop-
ment models (such as T-groups, encounter groups, and heightened
- awareness groups) are nqt adequate for: dlagnosmg needs and pro-
" ducing action. She states: ‘“What appears missing in the néwer
models -and methods is' an appr\oach that synthesrzes the identifi-

the school/commumty milieu and a means flor making group in-
congruencies a functional part of the program and evaluation
,design’ (1975, p. 34). Talmadge credits Rippey (1973) with formu-
latlng the TFransactiona] Model. Although TEM has emphasized
. -the evaluation. of social action programs, it seems to be a useful

t i
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cation of group goals, values, and needs within “the *context of:_
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methiod in-any needs - as&ssment program where ‘there, is likely -
to be considerable res1stance because a dissident group believes
that the assessment is biased in some particular direction. ..
According to Talmadge, the planning group should comprisé
members of the target group and proposers of the social action
program as well as planners of the assessment. Conflicts are -
brought fortir so that those who feel negative toward the poten-
tial outcome will have a' chance to.influence the desrgn of
the project. The-conflict frself is viewed as productive in that it _
uncovers problems. that might otherwise go unrecognized. For
example a lack of trust may be.at the source of the conflict.
From the planners’ pomLoLvrew, the mistrust rhay be irrational,
but unless it is acknowledged and dealt with, it.may block later
efforts. to implement solutions.’ The advocates of TEM urge that
people with differing purposes, - views, and values work together
continuously to identify needs, implement programs, and evaluate
their results. This approach is antithetical to the so-called rational
method of the Research and Development and Diffusion Model,
in which an idea i developed and then sold. The RD&D tech- .
nique is not useful in a situation where feelings run high be-
cause the outcome is perceived as having pervasive consequences.

The first phase is concerned with establishing and struc- -

turing the group process. In the second phase, the researchers
develop a Transactional Evaluation Instrument (TEI) by takmg the
following steps:

-

1. Various -viewpoints are translated into,..a srrtgle clear v

statement of the issué. This, b‘&qmes the challenge ques-
tion (such as, ‘“What are the major barriers which pre-
vent prospectivejstudents from makmg use of dollege
resources?’’). .

2. The participants are grven an opportumty tos write’ the1r
responses, individually and privately, on a sheet of paper

. & (in their own- ‘native-Janguage). . + -
‘ .‘Thelr responses are collected, tabulated, and categonzgd

They are not identified with any participant. The original .

¢ wording is maintained “as: much. as -possible. The most

representative and divergent statements are selécted., 4

4, From- these statements an opinionnaire is constructed,

“ and distributed to the partrcrpants, who then indicaté the”

- degreSof their agreement with each statement The results
‘- -are tabulated and given to the group.

\5 When discussion of the results begins, those views on

-whrch consensus is most likely to be achieved are con-

~ " sidered first. PP
> . ,
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In the third phase, the group.leader seeks to. resolve or at . i
~~least manage confltcts by lookmg for programmatrc solutlons that - )
might be acceptable to'various factions within the group During .
-the ‘fourth phase, progress is monitored, and various groups | - -
agree to assume_responsibility for various. facets of the exbiogg ) ..
-1 tory program This is the period of formattve evaluation. ", 7 L.
“THe fifth phase is a recycling 6f any one” or more‘of the - .
first four phases as implementation problems and formative evalu- 4
ation data alert partrcrpants to pending conflict”’ [(Talmadge, 1975,
p. 38)..The challenge is to accept each problem as a potential
opporigity for conflict resolution usmg any of the appropriate
group process tools. oo -
‘ The suggess of TEM appears to depend on a leader s}ulled o .
in managing g Qup processes who (1) is perceived as a neutral ° ) L oo
party; (2) maintdins’ an accepting, non;udgmental relatronsh).p with -
all: members of the group; and' (3) is effective in clarifying the
various views of the members. Proponents of the Transactional .
¥ *Evaluatron Model are enthusrasttc about the results. It will be . - .
- &+ "+ inferésting to s -ow other researchers evaluate the effectiveness . S
of TEM (and how the proponents might deal with those research- . ‘ h
> ers who are not supportwe) . > s
o THE CHARETTE . - I { o T
- Less complex than TEM, but somewhat similar ifi nature is the J
: grpup process called the ‘Charette. .In the latter a larger consti- L
i1 tuency is dlvrdedfmto separate groups to deal .with various, as- . . R
- “ pects of a commonly experienced_problem. ‘The su groups-meet: " Lo - N
L - ~ simyltaneously with periodic breaks so that the ‘chairmen—of the ' Cm L .. kT 'y
subgroups can report their progress to the larger assembly. A sum- e e
‘mary statement is provided by each subgroup at the concluslon
of ‘the sessions. , .
Lo his process has been used at the Airlie House meetmgs of - .
we— the Amencan Association of Commiunity and Junior Colleges as B o ,
‘0T L the partrcrpants have sought to address aésmgle itajor chpllenge  r. "
“sfabing community colléges each year. The outcome of each méeting o : .
: - . - has béen.a publication which fociyses on the issue at pdmt A LT o,
series of resolutions regardmg various facets of the issues. is in- e X; .
S ‘cluded. The final report is revrewed and after revisions is adopted o
<~ - bythe assembly-atJarge. e « AL L " ?
A Apparently, the Char%tte is partlcularly effective—-in-—heip- v~ ~
N ing a large orgamzatton such as a college, a community, or a. ‘
c school system arrive’at a set of summary statements which are”
T acceptable to the. Tiajority of_ participants.- Such deliberations> .
20 - will, one hopes, provide the basis for congerted efforts to” meet ; i
o tmportant needs and resolve crlttcal problems ;
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CHAPTER 4 .
COMMUNITY SURVEYS

A community or constltuency questionnaire survey is jest
_undertaken after a transactional assessment has been made, bec use
neither the paper-pencil survey nor the interview survey is effec-
tive in diagnosing or s:mulatmg the actual needmg process of_con-
stituents. However, surveys“are very useful in verifying the extent
to which previously diagnosed needs exist within the canstituency.

There are two types of community surveyss the omnibus

< survey and the targeted survey. In the first case, they examine a

select)a_particular group or constituency within the service area and

ra%ample of citizens-at-large; in the second, the researchers

tallor the quesnons to that particular group.

- .
,,.ew

“ ~ < 3

THE oMmBus QUESTIONNAIRE . ‘

" A number -of recent surveys reported in the ERIC system might
_be classified as omnibus surveys of learning needs or preferences.
Some are part of long-range studies, while others are a part of

_.ad hoc plannmg efforts. -Analysis of titw questlonnalres used in

various needs assessment efforts indicates that most items could be
placed in one of theToljpwing categories:

Demographic Characteristics. The’%’ﬁohdents age, sex,
race, marital status, occupation, educational level, socioeconomic
level, and so on, are examined. Such data are useful in comparing
respondents characteristics with those of the whole local populace,

as identified’ by the census. They can also be used to compare. -

respondents who express variou§ learning,.preferences with those
who do not. Fjom a-demographic analysis the educational planner
can, project the size and nature of the potential const:tuenc:ibs

that the college might serve (such as handlcapped persons, sepior

citizens, reentry women, and ethnic ‘minority groups). In effect,
demographic data are the primary bases for classifying the com-
ments of the respondents in a meaningful way. & ... --

Learning Preferences What kihds of learning activities have

e e

v

respondents engaged in and what kinds of additional oppor-"

.tunities do they suggest? To assess learning preferences the edu-
- ¢ational planner must develop a list-of such activities for inclusion

*
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g the survey mstrument because many respondents have (diffi-
“clilty recallmg previous activities. A well-constructed list" stimulates
_their memories. If-the list is constructed accordmg to carefully

+ " conceived: categdnes, it facilitates tabular summaries (for example,
learning activities related to consumerhood family life, occupation,
lexsure and cultural development, personal and emotional develop-
ment) Extra space for write-in responses is helpful 1n*each sec-

> tion..From an ethical point of view, the planner should also make
. ¢lear. what the college_mxends to -do about those activities that
respondents most prefer. In other words, he shiould not, mention

- learning -activities which the college is unlikely to .offer, because
many persons believe” the content of a questionnaire has a direct

. . lastance, some ethnic groups resented the “gap -| -betwéen their re-
sponses to questlonnaxres“and subsequent communxty r sponse.

" . Personal Concerns. Whatkinds -of pérsopdl concerns do
respondents express which mrght have implicationsg-for education?
Sinéé such an

or drug abuse, mental health, divorce, and personal..confidericé.
The link between these concerns and possible éducational program-
. ming should be clearly evident in the structurg of the instrament,
Thesrecent sourcebook from the National Insthute of Educanon
~entitled Community Colleges -Respond to Elders (thkman “and
Others, 1975) has an excellent example of this type of conneétion.
Respondents are asked to associaté their various personal interests
with possrble programs by drawrngyenmled lines.
" Access .Barriers. What do respondents identify as the_ ex-
+ ternal dand mterndl Barriers to using college resources? ,They will
- probably find it easier to name outside ones. Obviously, distance,
trafisportation, money, and job and family requitements will be
among those most frequently mentioned.

unce

‘have evep more 1mphcatlons for edu atlonal programming; |
N | formatxon Sources. 'Where ido respondents®

"mation about:educational and recré,anonal oppeorfi res%Studlc‘s

_or abandon the traditional collége cgtalog as a prime s‘bugce,of in-
’ formatidn. Instead there fs. -greater ‘use of/newspaper suppl ients,
handb1lls, and ’[‘V or radio. Shoppmg malls have becomig dis-
‘“semination centers where specral booths are manned by ‘cllege
personnel Careful study of the information sources in a given
-_service area can be a productive part of assessment. - e

); e 0 1 l"—(
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connection with later action: During the sixties’ revolutlon, for

sessment is. typically anonymous, respondents .
usually. will convey their feelings.about such problems as alcohal..

ternal blocks due to -
lack of conﬁdence, Jack of inforfation, latk of learmng skills, ..
arnty about functlonmg inea._college ehvironment, and the °
dike¥are less: likely. to be identified ut are equally 1mpotﬁmt‘ and .

get their infog--,

of responses to this- question have led many collegés-to modlfy .

-
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Program Awareness. To what extent are‘respondents aware
of gxisting educdtional. programs and facilities and to what extent
have they made use of them .in recent months? Some colleges
have found it .useful to identify each year the number of citi-
zens who come to the campus and the number who attend
college-sponsored events away from the campus. It would be most
interesting to chart the percentage of community. members who
have at least one contact with the college per year. One of-the
side benefits of a heeds assessment conducted by the college is
that it increases thie community’s awareness of college activities
and opportunities. Although the word College has served the com-
munity college well as an attracting status symbol, it.also conjures
an image -of exclusivity for many citizens. Providing a checklist
of less traditional learning opportunities is one way of offsettmg
this restrictive image.

Delivery Packagas What kinds of educational program pack-
aging (such as workshops, seminars; short conferences self-study
iearnmg packages, courses) are most appealing to réspondents?
Although an assessment of these sorts of preferences can be some-

‘what mformatrve, it is probably foolish to build a program ex-

clusively ofi such an assessment. For example; extensive dg¢velop-

ment of self-study learning packages is- not indicated until-the -

- Generatmg a considerable number of items for an omnibus
survey 1s not difficult, 'so a word of ion is in order. It is
far easier to write questlons than to determine explicitly how
Jesponses will actually influence programmrng As more than one
“novice researcher has discovered, one can almost drown in the data

planner ‘appraises how much they are actﬁg used.

-floods produced by computers.

To produce satisfactory results, -a survey (particu)arly an
omnibus survey) must have clear objectrves and its questrons and
summary tables must be directly linked to those aims, Many
educational planners have found it helpful early in the" study to
translate the assessment ObjeCthCS into simple, straightforward ques-
tions as a way of organizing and- presenting. their data Some
planners also find it useful to guess what ‘the responses.to im-
portant questions will be so that the)/ will be sensitizéd to any
major differences between their perceptions and the actudl replies.
This action o fsets the tendency to .say, ‘‘Oh sure,. as 1 stop
to think about 1t I would have anticipated thaf/response ‘pattern.”’’
(If the plannerl  Buess that only abom one-third of the respondents
see finarces a barrier to thé use. of college resources and
later find thaf| more than two-thirds:of ‘them- actually indicate
finances as a

s
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primary hindrance, then the planners must adjust’
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their thmkmg or- ratronallze the finding.) Having baseline data
fro prewous surveys  is most. helpful and speaks strongly for
periadic assessments as a basis for Adentrfylng trends wrthln the

' colle e’s service area. -

" There were several omnibus studies in the ERIC files. Per-
haps the most noted is that conducted for Florida Junior College
at Jacksonville by the Community Assessment Laboratory of Col- - ~
umbid, South Carolina. This group of survey spgmallsts assisted
.the-F C staff in formulating clearly stated objectives for the study.
“'The objectives were to expand and improve educationdl. programs,
assess |the conscious educational needs of community members,

. evaluate the college’s promotlonal efforts within the community,
facilitdte attendance by removing bartiers, provide information
about the college to the community, evaluate the quality of cur- ’
rent p grams and their impact on the community, and determlne
community ‘‘demand’’ for. various kinds of programs, In a
telephope conversation, Dr. Benjamin Wygal, president of Florida

the
the major contributions of the needs “assessment sur-
al data for decisionmaking in program development
ation of effective channels for communication with-the
the removal of attendance barriers, and-the evaluation

-

e
.
[

The omn bus survey is-a useful tool for characterlzln 'the nature

instance, ip one survey reported in ERIC,. only a few respondents
(sometimes less than a dozen) represented large copstituent groups,
yet their réplies were used to, compare various groups. Although
.the sampli technique applled in this study seefned adequate. for
an omnibug assessment of citizéns in the serVrce area, it really
was not adequate .as a means of determining/the needs of each
‘client group, The more adequate and réliable approach is to -
conceptualizé a given cogstituency and design an instrument

. expressly foriits needs: T e sample then is drawn randomly from

)
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e . that targeted population. The literature. contains several excellent

L ¢ groups, and women. #
. . .HANDICAPPED CONSTITUENTS — _

Handicapped students were the focus of one study conducted by

. Block (1973) with assistance from Illinois Community Colleges.
. In the Block study, quesuonnarres were marled to 4300 hearing-
impaired persons listed in the national census of the deaf. Twelve

hundred returned these questionnaires and 200 of these respondents

' were also interviewed? The survey~indicated that three-fourths of

- . the respondents were interested in resuming their ‘education —

PP -, - ~ examples of* such studiés, parucularly of senior cmzens, ethnic .

largely in adilt basic education. They were also interested in -

- improving, their vocational skills. Of particular concern  was
N ‘“direct -supportive communication’’ in the classroom. Follow-ub
' visits to about one-third of the Illinois Cf)mmumty Colleges
revealed support among directors of adult or continuing education
’ - o forserving deaf adults which led to a written recommendation
- —by the Illinois Assocrauon of the Deaf for support-by-the-colleges.

o -

. -

N ssmoncmzst

N Seyeral colleges throughout the country have established exemplary
' . ) programs for senior citizenis based on careful assessments of their
- ; o needs, ‘Surveys, interactive techniques, and special task forces
) . ) have been employed to make thes¢ evaluations. Perhaps the best’

known of these surveys is the NIEF study of programs for senior
citizens mentioned earlier (Glickman and Others, 1975): This study,
which included 150 community colleges throughout the country,
examined the _content and scope of programs for elders, the
methods used to develop them, gnd-the problems and possibilitie
;

~

- - - Z— in program development. The content. of the assessment items wa
" distributed equally among five categories: enrichment, retireme
planm%eyond careers, advocacy, and services. Specific program
. models e suggested as means of respondmg to the needs
. idenfified in four of the categorjes.
.- This sourcebook is an important resource for those .who'’
would~translate needs into jeducational program. If not only
: suggests appropriate curricula and a program development model,
] . but aléeo expresses the desirability of burldmg a strong.: allrance
N LS with th semor -citizen constifuency. )
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s ‘ The researchers of Project Renewal (1973) used a ques-*
tionnaire for individual senior citizens and the Delphi Technique
for agency personnel in the service areas-of three community
i colleges. Their. work demqnstrates-°the° usefulness of consdrtium
S efforts to asséss needs_and design programs. Although their
approach to needs assessment and their results are-well covered
in this report, the duthors do ot mention’ any implementation of
educational programs. Those. nterested in any follow-up efforts
of this project should co‘nta{ Highland Community College in
Freeport, Kishwaukee Colleg{ in Malto, Rock Valley College in
kockford, or the Adult- Education Division' of Northern Illinois
University. - 'ZI
. The Southérn California Community College Institutional
Research Association foees’%—en#the«retraining interests of older
adults. .More than eighteen institutions participated, and the results
e . obtained" from seven collé%’are reported iri an ERIC dotument
> »(Galvin and Others, 1975). Workshops were held and a ques--
:.*‘ ionnaire' was deviséd to determine the particular needs of adults
x the service area of each participating institution. The study
- ggncluded that community colleges lggveég significant responsibility
“ ifi helping older adults plan for their retirement. ‘ .
A citizens’ task force of twenty.five .persons from the service,
_area of Shasta Collegg in Redding;" California, was formed to
propose goals for an glder adult program (Collyer and Greenleaf,
1975). They deviséd a}tudy to,determine th¢ need for (1) preretire-
ment training and counseling; (2) @ talent bank; (3) continuing
education; and (4) Health care anddhutrition information. More
than fifty ‘personqs from business, labor, government, churches, and
“senior’’ organizations participated in a workshop. A summary of
their. discussions ig included in the report. They recommended
that a college cogrdinator. be appointed along with an advjsory
group,‘that a Yutiget be established for the program, that college
staff members b# trained; and that a supportive climate be estab-
lished at the coyge.

=
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LATINO CONSTITUENTS

b Hearing of a needs assessment program at rper College in
Palatine, Illinois, Mr. "August Sallas sought out officials at
Moraine Valley College in' Palos Hills, Illineis, to see whether a
similar study might be made in his Latino community. The director
of institutional research;at Moraine, Dr. Al Hecht (1973), was R

. asked to ‘conduct a study to determine if suc a need existed
. < ‘ \ R X ,
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- social needs; ‘well as their -
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in the Moraine service -area. His ‘preliminary analysis- of census

information on the various neighborhoods — on-the educational

.attainments ‘of -their members, the literacy levéls, the high school

«completion rate, and the language barrier — convinted him-that
a survey was needed. Turning to'-an examination of available
resources in the immediate area, the college 'found that many
were available but not known% the community. This drsgouery
led to a, Latmo Night on campus. Representatives of the various
agencies were invited to "the campus, and. buses were used to
transport interested Latinos to the college. This activity launched
a relationship with the Latino community that the college intends
to maintain. A considerable ‘increase~in the use of colege and
community /resoirrces has,been noted by college officials: :
-~ ¢ . R

_ 4
-~ . o
.

LACK CONSTITUENTS

Focusmg on the needs of urban blacks in ermmgton Delaware,
_ thie Delawdre Technicdl and CommuthZollege joined with parti-
~ cipants in.a Model ,Cities project to ~assess needs (Cammunity
. Oriented Educational Planning . . ., 1973). Their repor‘%\_eals with
- orientation and institugional awareness community characteristics,
" facilities planning; the liaison between {he college and its.advisory

as;groups and ways of responding to community needs. A follow-up

}elg e conversation with a college admmrstrator, Dr. Ruth M.
aws gi'?:a're‘d that an extensive need:for dental care and for

v Fggtrcat-)gn on g‘ns sybject was the overrrdmg need identified by

| : S -
NATIVE momns ‘ %

One of the mostatfascmatmg studres in the ERIC 11t rature concerns

the educational heeds of‘the many bands of Indians in the Fraser

Valley of British; “Columbia- (Educa&@n Needs of Native Indians . . .,
1975)../The rep&rt includes a profile of the attitudes and values
of-Native Americans, a discussion of their educational and psycho-
mmumty interests needs, -
and a list of _posgible strategies for\ i fams. What
makes this study paiticularly outs nding € empathic.regard
it shows for a system of values ghite-different from that in con-
temporary, Canadian society. To et the n fs of this constitu- -
engy, the authors propose (1) an'inservice education program for
the' college staff, (2) community activities that would bring the

. .groups together in mfofmal settings, (3) a eollege emphasrs on

', 4
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ig@“ o7, " between college counselprs and soc1alwworkers assxgned\&o the .
j{:v

ot the identified needs of their various constituents are sufficiently

ce the people In a single, constituency, which may contain many

. %" .
Indian culture and its many artifacts, and "(3)" fegular meetings

Indian reserves.
. As one reflects on the process of translating the needs of
. special constituencies ,jnto educational programs, one is struck
< by the obvious’ advantages of targeted studies and programs. First,
. if the initial contact ‘between the college: and the client group
s builds trust. and}io‘;l‘fidence within the . group, ol constituents.
. are usually read action. Second, if the college establishes -
- an alliance with key persons in that group, it has a better
" chance of making a realistic assessment of. needs as well as .o
. developing useful programs. Third, the college probably can
capitalize on the programmatic successes of -another institution if

\ similar. Fourth, identifying specific needs of a reasonably homo- ,
Lo _ geneous target group is easier than determining those of the wider, : T
\-1 . population; consequently, educational proé’rammmg based on. -t
limited studies is likely to be more effective. ¢ -

_ At the,same time; one stiould beware of lumiping all of

important and different subgroups. When studymg the: needs -of L

- ’ reentry women, for example, we find divorcees have a set of :

’ _ problems different from those of housewives. And the needs of -
“older adults who are completgly dependent on social security .
differ markedly from .those of older adults who do not r;ally o » w,
need their social security checks ) . )
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~ _ CHAPTERS  ~ .

: TRANSLATING NEEDS INTO
- EDUCATIONAL PROGRAMS

STRATEGIC/ADAPTIVE VS. ALLOCATIVE PLANNING -
For the purposes of this discussion, we should_examine two forms
of planning. The first-of these might be called strategic or adaptive
planryng In this- case we ask the following basic question: How
‘appropriate are the goals of our institutions to the educational
needs and the economic, political, and social" realities of the
community. we serve? The .assumption i$ that, on the basis of
relevant community information,: the college will adapt its organi-
zatior® and’ programs to respond to important educational needs.
And it will undertake assessment studies to determine the dlstance
between its programs and what the- community requires. Thus;
strategic or adaptive planning starts with the extefnal enwironment.
It assugges a climate within the college which is ablc to tolerate
and achieve_ necessary institutional change based on new mforma- !
dionsfrom the community an /the ‘broader society. . - ‘
L. - Stratdgic planning, thén, in the'words of Katzand Kahn
Tt (1966), involves the ‘means by which ap orgamzatxon seeks to .
modify its own structures-to meet the needs of a “changing world’ -
The limiting.- factor is the relative opknness _of the system to .
. ' external influence. In discussing this factor, Katz and Kahn ‘speak
of the diffe‘rentt'mg:ﬂ and integrative needs of- organizations.

e~

v

Differentiation refer} to the ability of the organization to change
by neutralizing the influence of ¢ exnstmg subsystems ‘or* valdes in
order to create new ones more responsive tb cufrent environmental ,
need¥ or demands.’ Integratkon reférs to the ab111ty of the organiza-..

* tion- to -achieve .stability and predlctablf‘ty in its ifternal affairs,
> The differentiative' needs of the- orggnization yedmre openness to
external ifnfluence, while.the integrative needs require a certain

- resistance to external influences *and—a triving to control and
limit institutional - changes Since both are vital to the. hfe, of: an:
orgamzatlon’ some balang:e between-the two is essential.

A second- form of planning, which is perhaps n\ore 1’e‘lated
to the integrative than the- -differentiativé neegds -of an organization, -
is that of allocative plannmg It focuses on what js — the reality
of- now. Here the empha51s is on dec;s1onsgzrelated to the broper
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. ’# distribufion of college ‘resources. Whereas strategic planners; ques-
b tion and chdnge: the existing goals of thé organization, allocative
planners tend to resist external influences on their goals ahd

. priorities and seek to allocate resoutces according to existing goals B .«
& *andprograms. . T ' '
" Allocative planning is more commonplace in comfnunity . |

, i

‘colleges today than strategic planning for three obvious .reasons:
1. We lack: skills in assessing community needs. | .
2. We are niot clear about effective methods for translating - .
- community needs into imperativesy for institutional ’
. decision making. - ‘ e
J o 3.Strategic planning is resisted within the organization i
e o because staff members fear that fundamental changes )
A will be required in fheir working style and habits and . - 3
SR e . . - ey eyey s YRLOERY - ¥
A . in their responsibilities. . .« .
) : In his book On Learning to Plan and Planning to Learn - )
N Donald Michael-#(1973) - presents the basic - orientation f/that is
L . necessary if commpunity college leaders are tg overcome resistance
' . - to strategic plannihg. They must be willing to fearn to plan and -
must understand that a basic purpose of plannihg is to learn .°
+ <~ about new potentialities ‘and opportunities for the college which . ST e
3 .. - .may require the development of new skills and at_tiiudes on . ] \ .
Ry - the part of the staff.” ~ A PR -

LI 2
i s —y - .

... NEEDSASSESSMENT IN STRATEGIC PLANNING |

* Planning involves both the short-range and long-range objectivés £
) of the college. 'In this context, needs assessment s an activity ‘ '
. that helps ‘to direct the college toward establishing its aims and ‘
T ~achieving them._ For the_purposes of distinction,® one might view . . A
planning efforts intended to achieve. shiort:range goals primarily L .
“  as problem solving; that is, planners. assess néeds and then try-to , ST SRV .
respond immediately 'with educational -programs intended to déal ° ; 7{ :
. - with identified needs or community, problems. Generally, the RS
i .+ =~ available personn¢l skills and’ program options aef the college are . -
N g .assumed to be sufficient to respond effectively. ' ‘
S Efforts to reach- medium-range goals might be termed
. strategia planning for constituency’ development, which is both : »
gonceptual and immediately practical. Thosé who engage in such 3 y )
planning are learning that the present personnel skills and program .
. options may not be suffigient fof the march into the future and o
" that skills and programs must be acquired in an orderly way. - » . . .
T JIn this' context, the needs assessment gives decision még\ke[s basic
‘ ‘ Noel T \ SRR .
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“data that could ?énirle them in- learning what prog . s; _persotinel
- skills, financial fesources, and f ities may be requ red in develop-
\ ing programs for new constrtuenc es .

,,,
i
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A STRATEGIC PLANNING MODEL

Figure 5 presents a model for strategic planmng thh can fac1ll-
tate program development for new constituencies. It brings
together the various components of needs assessment that have
-——— been outlined in “this mondgraph. Perhaps 1} would be useful to
set forth several of the basm assumptions ,on “(}l?h the” model
+ “rests. ¢
. . I,A suitable model for constituency ’devcl’opment requlres
. ., integration of the nomothetic and* 1drograph1c views of
the community.
- 2.A transactional involvement of key representatives of the
: constituency as well'as comimunity agents who-work with
x the ‘constituents and educational planners at. the college
_ is-highly desirable for identifying needs, 1mplement1ng
programs, and evaluating outcomes.
- 3.This method must focus on both implicit and explicit
‘ agenda of constituents as well as, relationships between
their agenda and their critical problems, needs, goals,
+values, and experiences. -
4. Verification of -the“identified agenda and the extent of
. its prevalehce is best determined through targeted surveys
. *.. , among constituents ‘after ‘a transactinal assessment has
. . been condueted. .
. 5. Whlle the ommbus survey is helpful in obtammg some"
. . estxmate of the prevailing image of the college and in
' asséssing tentative educational, preferences an problems
* - among" citizens at large, its capacity to ant1 ipate, “the
actual responses of prospective constituents. seems/qmte
o . limited;, consequently, its value as a planiing instrument .
7 . for constituency development is limited. - . N
) . The rationale for, each element in the’ model is presented in -
the following narrative descnptron The model itself represents an
«integration of the thinking of Getzels' aid Thelen (1972), Guba,
(1960), Rippey (1973), Van de ,Ven,.and Delbécq (1972), and
" Havelock (1973). To~make the presentatlon of the model more .
vivid and practical, I will scrlbe,f,a hypothetical - situation at o
Everyman Community Colege, ‘which is exploring the posslbllrty o,
of i 1ncreaslng its.response to llandrcapped students. i% s . -
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Transactional Assessmerit. The procesfses of-planning as well
as the structured stages of planning should be emphasized. So

the process:of establishing linkages with-members of the community f,

and representative miembers of_ the constituency should initiate
the transactlonal assessment stage (ﬁ" he initial part of this is
described on p. 40.) The college needs to make contact with all
those persons who are concerned about ‘‘handicappers’’ (a term- .
currently favored by students with handicaps): businessmen,

government officials, school officials, health care personnel,

lawyers, and physicians, as well as social club members who
sponsor benefits for persons with various kinds of handicaps.

These community members hold varylng ideas and -opinions asso-
ciated with their nomothetic roles in the community. Particularly
strong views'are held by rehabilitation personnel, who have devel-

~oped positions on the most suitable methods of assisting the

handicappers. -

“In addition, the handlcappers have differing attitudes. There
are bound ;to. be some members of this constituent group who
feel tiat the ‘‘established’’ view does not take into account their.
own personal situation. Consequently, they want opportunities to
make their positions known. And- all members of the group
undoubtedly have concerns about handhng their various life roles
as careet persons, family members, citizens, culture bearers, and -
leisure-time users. The educational implications. of those concerns:
and interests are an important aspect of the transactional-assessment.

" In addition to representatives of the community and the
constituency, members of the college staff ‘and_student body need
to be involved: Counselorsmteachers, and educatlonal planners
for the collége should part1c1pate in the whole process of program
development. And those persons whe may hold .negative-opinions
about- the feasibility of establishing such a program because of
costs#*and  other factors should also be a part of *the needs
assessment.

“consensus on the nature of the probléms, needs, goals, and agenda
of persons with various kinds of shandicaps. As a part of this
diagnosis, members of the exploratory group should seek to
understand (a) the impact on'the. individual, (b) the ways that a
“handicapper can satisfy his or her needs for, stimulation and
- enjoyment, and (c)-the effect of a "handicap “on one’s identity”
" struggle. An-awareness of the goals that are visualized by handi-

cappers is important, particularly the ramifications of those goals -

, for educational- gevelopment Finally, the sharing of the agenda of
vanous handlcappers in the group may help nonhandlcappers

.
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.increase their capacity for empathic awareness. This form of prob-
lem assessment is more apt to produce realistic planning than
the detached, ‘‘objective’’ approach of traditional diagpostic
methods. In the process new relationships are likely to emerge
in the plannlng group along with a joint sgnse of commitment.
At this point, an identification of potentlal and specific educational
interests;.barriers to participation in college programs, and.personal
concerns is feasible and can serve as the basis for constructing
a formal needs assessment. Lo

A paper and pencil or interview survey can verify the extent
of .the actual interests, barriers, concerns, and so on, within the
potential constituency Prospective members of the sample group
should be given a clear picture of how the instrument was
developed as well as-how the information received’ is ﬁrtended to
be used. Using handicappers as volunteer interviewers would ' be:
most desirable after they have received the proper training.

Priority Determination. When survey results are available,
they should be interpreted at a meeting of the planning group.
- With these data the gpoup should be ready ‘to prioritize goals
~ for a program at the college. The institutional context should be
made clear to the plamers, particularly those not .associated with -
the college. Whereas the partlal intent of the first stage of the
plannlng model is to sensitize nonconstituents to the views of the
handtcapper the second stage must acquaint the constituents with
the needs, problems, resources, and constraints. of the college
-In this way the prioritization will be realistic.

Plan of~Actian. Once. priorities are set, the next step is to
~ find ways of reaching them. At this point’ outside resources and
_consultants may be particularly, helpful Too often we launch
"plans in isolation, oblivious.to the experiences of others, By con-
sulting various journals, by visiting ex1st1ng programs, and by
talkmg’ with ““experts’” we have .an opportunlty to- build on the
~ success and avoid the pitfalls of previous efforts.. 4 -

D G ¥ { (- (531 move to a solution is intense at this point,
‘especially if some participants ‘have already identified themselves
_with a particular soliition. Despite this understandable desire for

e

- closure the educatlonal planner should make certain that available

opttons are consldered "It is probably best to establlsh a specific
period of time for:exploring and’ reportlng*on the plans of action
used by other institutions. When that perlod ends, tl'te group

will presumably be in a much better pos1tlon to make” 1nformal '

°

°

s choices. . s v
S Now the group should be ready to bralnstorm poss1ble S
tE - 'ways of achieving each obJectlve During thls sess1on, no constramts o0
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or negative thmkmg are permrtted All partrcrpants firs,t lrst then
share and clarify, and finally rank the ideas emerging from this-
session. (Some of the ideas related to various goals will overlap.)
If the planning group is large, it mrght"subdlvrde according to
goals, or it mrght“ prefer to hear éveryone’s ideas about each
goal. The latter requires consrderably more time. Onge the ideas
for achieving the goals are listed in order of preference, the ,
group has established a tentative agenda for action. It cannot
realistically become a final” agenda until ‘the participants fully
recognize the constraints within which the group must work (such
as money, equipment; personnel, space,-and- unmformedattxtudes)
, .In addition to becoming aware of thése physical consrdera-
., tions, the group must acknowledge the psychologrcal limitations. -
It should not expect too much: It is .better”to_find success with
a few ideas that can be implemented without undue™- drfﬁculty
than to launch an overly ambitious program, Furthetmore, it
must realize that ‘‘the people out there” have “not been through
‘“‘what we have been through » and consequently, their collectrve o
consciousness needs to be Taised. .

To be more specific, let’s, assume that the group ’s first
goal is"*“To' provide each handrcapped person with ‘a sense of
belonging and security at the college.” As it considérs the
restrictions on space and furnishings at the college, it may decide
that “establishing a core of volunteer students to ‘help«the handi:
—— capper participate in college activities’’ should be given priority *
over “‘establishing a comfortable lounge in which the handicapper
might relax with other handicapped students,”’ .even though t'h,e

~latter might be viewed as more important by the group. So that
the group does not become drscourage‘g about thése initial limita-

* tions,, it should plan‘the program ip.phasé gassummg that mcreased

" resources may be found for each ppase. ’ .-
‘ When the plan of action has been addpted, ‘the group should
establish performance objectives just before launching, 1mplementa-
tion. This process, will greatly srmplrfy ‘the evaluation stage. and will
be -helpful in” gaining acceptance of the program among /key
décision makers.* By jiow, handicappers’in the planning group ,.
should be aware of direct links between their own personal agenda

_and the inhstitutional (program) ‘agenda that have emerged. The PR

‘ statement of objectives' “felates goals to actual- outcomes, thus
providing ‘members of the constituency with the, reahzatron that
'the program is also accountable to them.

.. Implementation. Implementation activities include the selec- -

; tion and. training of staff membeys, the acquisition -of facrhtres;
and equipment, the recruitment of Constrtuents, the eétabhshmem

y%ﬁ*
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of ‘contacts with related subsystems, the #esolution of problems,
the, 1dent1ﬁcatron -of emerging needs, the establishment of proce-
dures for operation, and the systematic lcollection of data essential
to evaluation. Al these activities, of.course, require skillful planners
and managers. In order to survive, all programs must gain the

acceptance of the larger’ system (college, division, department) -

which they serve, and ‘they must be at least reasonably tolerated,
if not accepted, by the related subsystems: The constituents, too,

~ must show their support by using the program and, one hopes,

by-endorsing its efforts on their behalf:

_ . Havelock (1973) suggests__that the process of_ gaining
acceptance will be faclilitated if the program developer under-
stands how a client goks. about adopting a program. He recommends
‘thé “paradigm. of adoption” phases’ devised by Rogers (1962): the
clreyt first m

“and..finally integrates it in his pattern of life. Although this
Jparadigm concerns the ‘adoption of innovations by individuals or
informal groups, it is helpful in simulating the process that

persons related to a new college -program experience in accepting’

the offering. According to, Havelock (1971), if..educational pro-
grammers are aware of theése steps, they are better able to syn-

_ﬁ chronize their activities with the ,particular *stage of the client.

Such activities include: promoting the. program, providing essential
information, demonstrating how the program works or helps,
training clients to make usg of the program’s resources, helping
them. with problems they may encounter, and reassurrng them.

.The effort to gain ‘acceptance for a new program can also
be furthered by ﬁrsr'rder\ti;'ying the leaders among the constituents,

the early adopters, the innovators, and the probable resisters.

If the earlier stages and strategies are well implemented,
stabilizing the innovation tdnds to -occur naturally® ‘However,
every complex process of change also has its unexpected impedi-
ments; such as sudden budget changes and loss “of staff members,
.and these must be dealt with. The major factors in stabilizing

< a new program, according to -Havelogk; (1973), are as follows:
1. Continuing reward for both studénts and staff members in

maintaining-the program.
2 Preparation and trammg of staff members so that they
can easily function and fulfill. their professronal needs

. oo in the process.

3; Acceptance of the program by other people in the system
. .who can see and acknowledge the contributions it is

, making. ‘ .
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e aware of the program; then he becomes
- _interested, evaluates its possrble benefits, tries the idea, adopts it,
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K /4“A contlnulng evaluation which cultivates an openness on -
the part of the staff to ways of improving the program:.
5.The capacrty and willingness to st aighten out malfunc--
tions in the program as they occur. .
6. Maintaining openness to new ways of tacklrng neéds
and problems as’they occur. -~
One of the great difficulties in stabrllzrng rnnovatlve
programs is the jealousy that.can arise within the system if a
new program gains much recognition and its staff members are
granted special privileges (often made,. possible through specral
d grants) When others féel unappreciated, they tend to Teact in

destructlve ways. Although a program for handicappers is not
likely to arouse such feeMgs, I have seen outstanding. programs
designed to serve special groups dismantled by disgruntled faculty- g
.members. Of course, the “reasons”s«grven for .opposition are
usually couched .ifi impeccable. academlc criticism such as the
program is “lowenng standards” or we!are ‘‘trying to be all
things to all people., ?
For these' and other reasons, programs fail: We slmply
cannot be certain how long they will endure. .Needs change.
-Peopie change. Goals change. So we must recognize that our
* favorite program is not guaranteed to }ast and that it certainly °
will falter if it cannot adjust to new conditions. (Most difficult
of all is admitting that a program may have outlived its useful-
ness.) In general, a. new program can expect to continue (1) if its
benefits continue to be apparent to its clients; (2) if it does net
unduly threaten other important subsystems in the college, ¢3) if
it is capable of adapting to change, and (4) if it is responsivé
to feedback from clients and related subsystems .
Evaluat;on In the process of setting goals and formulating
a plan of action, the program planners should have agreed on the
cr1ter1a by which the program’ is to bé judged. Today, those
criteria are -likely to be based on preestabhshed performance
objectives. And although these specific, measurable aims are indeed
difficult to deyelop, they offer the best means of systematizing
- evaluation. Without some sort of performance standards, meaning- . =
ful evaludtion is. nearly impossible. Furthermore, presenting eviderice S
of having met. criteria that influential 'dectsron makers perceive

as inconsequential is an exercise in futility. Advocatés of trans-

- gctidnal evaluation emphasize that the criteria ‘and the acceptable - P

evidence must be agreed upon ahead of time. Finally, what is

learned -in the evaluation must be~fd back into the system so
that adjustments can be made in the program.
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"SUMMARY- | T

While I have /not had afh opportunity to test this model as yet,
- one of my doctoral students conducted an analysis of four well-
developed\women’s programs in Michigan community colleges
(Costick, 1995k She employed the Havelock model in conducting a
post hocyan lysis of programming stages and strategies used by
these progra s. Through intensive interviewing and case analysis
- she found that each _ptogram moved through each stage, although
they occasmnally changed the order of the stages. In addition
she fmmd that the strategies suggested by Havelock were employed

LA ,__(bugpw;zhout awareness of his admonitions). Costick. by inference

at;rnbuted successful installation of these constituency programs to
their systematic .use of change strategies. Althgugh our proposed
Strategic Planning Model is not identical to Havelock’s model (we
"advocate transactionat processes more- exphcntly and extensively),
"« - there is sufficient 31m11ar1ty t0 suggest that development of con-
stituency programs is likely to be enhanced by application of the
model. If that is even parnally strue it w1ll have made this
endeavor worthwhile,
' ) . -+
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